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FOREWORD 

BY   SAN   FRANCISCO   TAX   COMMITTEE 

Impelled  by  rapidly  rising  taxi's,  the  San  Francisco  Real  Estate  Board  in 
April,  1916,  appointed  a  Tax  Committee  to  combat  unnecessarily  increased 
budget  allowances  and  consequent   tax   imposition. 

This  Committee  held  its  first  meeting  April  1,  1916,  and  met  regularly  twice 
a  week  thereafter.  It  soon  found  thai  in  the  short  time  intervening  before 
the  making  of  the  1916-17  municipal  budget,  it  would  be  impossible  to  secure 
the  necessary  information  to  enable  it  to  make  an  adequate  study  of  the  needs 
of  the  several  departments  in  the  city  government  and  therefore  it  would  be 
impossible  for  it  to  enter  into  an  intelligent,  critical  discussion  of  the  proposed 
items  of  budget  allowances. 

It  found  there  was  no  satisfactory  system  of  accounting  in  the  several  city 
departments  from  which  could  be  taken  a  statement  of  the  actual  financial 
condition  of  the  city  concerning  either  past  costs  or  future  requirements.  It 
was  very  plain  that  for  the  Committee  to  criticise  intelligently  within  the 
time  allowed,  such  a  statement  was  necessary. 

From  innumerable  sources  came  reports  and  suggestions  concerning  in- 
efficiency, waste  and  proposed  methods  of  saving,  and  it  early  became  apparent 
that  for  the  Committee  to  do  any  real  good  it  would  have  to  have  an  unbiased, 
analytical  and  constructive  survey  of  the  principal  departments  in  the  city 
government  and  thereafter  carry  the  work  forward  on  a  permanent  basis. 

So  impressed  were  all  with  the  necessity  for  carrying  out  the  plan  that 
the  Bureau  of  Municipal  Research  of  New  York  City  was  employed  forthwith 
to  make  the  survey ;  following  this  was  begun  a  campaign  for  subscriptions  to 
meet  the  cost  thereof.  As  alwTays  in  a  worthy  cause,  San  Francisco's  citizens 
responded  with  alacrity. 

In  June  the  experts  arrived  and  began  their  work.  As  the  survey  was 
being  made,  so  many  intricate  instances  of  waste  and  inefficiency  developed 
that  every  one  concerned  appreciated  more  and  more  the  necessity  of  following 
up  the  recommendations,  to  appear  in  the  survey  report,  by  active,  interested, 
sustained  endeavor  for  improvement.  To  assist  in  accomplishing  this  it  was 
decided  to  organize  a  local  bureau  of  research  in  San  Francisco  and  on  the 
nineteenth  day  of  October  there  was  incorporated  SAN  FRANCISCO 
BUREAU  OF  GOVERNMENTAL  RESEARCH   for  the  following  purpose: 
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"To  act  as  an  incorporated,  non-political,  non-profit-making  citi- 
zens' agency  for  securing  the  highest  obtainable  degree  of  efficiency 
and  economy  in  the  transaction  of  public  business,  particularly  in  the 
municipality  of  San  Francisco,  through  investigating,  collecting,  classi- 
fying, studying  and  interpreting  facts  concerning  the  powers,  duties, 
actions,  limitations,  methods  and  problems  of  the  several  departments 
of  government,  and  making  such  information  available  to  public 
officials  and  citizens,  and  promoting  the  development  of  a  constructive 
program  for  the  city  of  San  Francisco  that  shall  be  based  upon 
adequate  knowledge  and  consideration  of  community  needs,  thereby 
encouraging  economy  and  efficiency  in  the  conduct  of  public  business 
in  order  that  the  taxpayers  may  be  assured  full  return  value  in 
services  rendered  for  taxes  paid  and  money  spent  in  governmental  cost 
payments;  and  further,  to  do  any  and  all  lawful  things  that  may  be 
necessary  for  or  conducive  toward  the  attainment  of  any  and  all  of 
the  objects  and  ends  hereinbefore  expressed." 

Many  plans  for  securing  efficiency  and  economy  in  the  government  of 
American  cities  have  been  proposed  and  tried  and  fallen  short  of  attaining 
their  object,  but  the  "Municipal  Research"  idea  has  been  a  success.  Most  of 
the  large  cities  of  the  United  States  have  greatly  improved  their  governmental 
service  and  lessened  the  cost  thereof  through  the  co-operation  of  their  local 
Bureaus  of  Municipal  Research.  The  Municipal  Research  idea  is  this :  That 
adequate  funds  be  provided  by  citizens,  without  regard  to  party  affiliation  or 
governmental  alliance,  thus  enabling  a  staff  of  competent  men  to  be  employed 
to  find  out  how  the  government  is  organized,  what  it  is  doing,  what  methods 
are  being  used,  what  results  are  being  obtained,  how  the  government  can  be 
made  more  effective  for  public  service  at  less  cost,  and  then  to  co-operate 
with  officials  for  improvement. 

The  San  Francisco  Bureau  of  Governmental  Research  will  follow  this  idea 
in  San  Francisco.  It  is  financed  for  five  years  with  an  annual  income  of 
$20,000.  Its  principal  program  for  work  is  generally  and  particularly  in- 
dicated in  the  following  pages  of  the  exhaustive  report  of  the  New  York 
Bureau's  survey,  which  is  now  presented  complete  to  the  public  and  officials 
of  the  City  and  County  of  San  Francisco. 

The  outlook  for  the  success  of  the  local  Bureau  is  very  promising.  The 
attitude  of  most  of  the  officials  and  employees  of  San  Francisco,  throughout 
the  making  of  the  survey  and  subsequently,  has  been  that  of  friendly  co-opera- 
tion and  has  evidenced  a  genuine  desire  for  greater  efficiency  and  economy. 
It  is  evident  that  the  people  of  San  Francisco  are  awakening  to  the  real  need 
of  these  factors  in  our  government.  The  work  is,  of  course,  being  done  in 
their  behalf  and  without  their  support  it  cannot  succeed. 

For  its  success  to  date,  those  who  have  promoted  the  movement  make 
grateful  acknowledgment  to  the  President  and  Directors  of  the  San  Francisco 
Real  Estate  Board,  to  the  subscribers  to  the  Survey  Fund  and  to  the  budget 
for  the  Bureau  of  Governmental  Research,  to  the  Mayor,  officials  and  employees 
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of  the  City  who  co-operated  and  assisted  in  the  making  of  the  survey,  and  to 
the  New  York  Bureau  of  Municipal  Research,  whose  representatives  courteously 
and  intelligently  studied  our  public  business,  criticised  it  frankly,  fully  and 
constructively,  and  retained  our  friendship  and  respect. 

SAN  FRANCISCO  TAX  COMMITTEE. 

Bruce  Cornwall,  Chairman; 

F.  S.  Moody, 

George  H.  Lent, 

J.  J.  Fagan, 

Benjamin  Bangs, 

M.   S.  Eisner, 

Samuel  G.  Buckbee, 

Dudley  Cates, 

Selah  Chamberlin, 

E.  J.  Tobin, 

William  A.  Magee, 

Wm.  H.  Humphrey. 
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SUMMARY   OF   SAVINGS 

SAVINGS    WHICH    ARE    POSSIBLE    AND    NEW    SOURCES    OF    CITY 

REVENUE    AVAILABLE    AS    SET    FORTH    IN 

THE  FOLLOWING  REPORT 

The  following  estimates  of  the  amounts  which  may  be  saved  as  compared 
with  the  present  rate  of  expenditures  are  believed  to  be  conservative.  They 
are,  of  course,  contingent  on  the  adoption  of  the  recommendations  contained 

in  this  report  : 

FINANCIAL  DEPARTMENTS 
Savings 

Purchasing  Methods — Annual  purchases  amount  to  about  $1,500,000, 
and  adoption  of  proper  methods  should  effect  a  saving  of  5  to  10 
per  cent  thereof.  Hence,  it  is  conservative  to  estimate  an  annual 
saving  of, $100,000 

Registration  of  Voters  and  Elections — Compared  with  the  cost  of 
registration  and  elections  in  other  large  cities,  the  local  costs 
should  be  reduced  at  least,   100,000 

Recording   of  Public   Documents — The   use   of  photographic   process 

would  effect  saving  of  about,  30,000 

License   Inspection — Transfer   of   license   inspection   function   to   the 

police  department  should  reduce  cost  in  tax  collector's  office  by,.  .     15,000 

Clerk    of    the    Board    of    Supervisors — Payroll    should    be    reduced 

at  least,  10,000 

Assessor's  Office — If  the  police   instead   of  special   employees 

served  personal  tax  notices,  payroll  would  be  reduced  about,  $8,000, 
and,   if   delinquent  taxes  were   collected   by   tax   collector 
instead  of  by  assessor,  cost  would  be  reduced  at  least,  ....   7,000 

— 15,000 

(Instead  of  reducing  the   present   cost  of  deputy   assessors,   the 
salary  rates  should  be  regraded  and  the  personnel  improved) 

Total  Savings  Possible  in  Financial  Departments $270,000 

New  Sources  of  Revenue 

Interest  on  Deposits — At  2^  per  cent  instead  of  present  rate  of  2 
per  cent,  the  city's  money  would  earn  from  $25,000  to  $50,000 
additional.  If  special  deposits  are  made,  a  higher  rate  should  be 
secured  and  the  increment  thereby  be  larger.  Hence,  it  is  con- 
servative to  estimate,   $50,000 

Recorder's    Office — Increase    of    rentals    for    desk    room    granted    to 

private  firms, 2,000 

Total    $52,000 

In  addition  to  the  new  sources  of  revenue  above  cited,  there  are  other 
sources  which  should  be  developed,  but  the  amount  which  might  be  derived 
therefrom  could  not  be  estimated  at  the  time  of  the  survey.     These  include : 
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Licenses — A  complete  revision  of  the  city's  license  system  should  add  several 

hundred  thousand  dollars  to  the  annual  revenues. 
County  Clerk — Elimination  of  clerical  cost  of  issuing  marriage  licenses,  by 

transfer    of    that    function    to    central    collection    office     (now    the    tax 

collector) . 
Treasurer's  Office — Consolidation  of  offices   of  treasurer   and  tax  collector; 

Simplification  of  deposit  methods; 

Collection  of  inheritance  tax  by  tax  collector. 
Tax  Collector — Revised  method  of  writing  tax  bills. 

FIRE  DEPARTMENT 
Savings 

By  the  elimination  of  needless  positions  and  a  reduction  in  the  num- 
ber of  officers,  as  indicated  in  the  report $64,000 

In  addition  to  the  above  cited  amount,  there  are  many  other  savings 
which  may  be  made,  but  the  amount  of  which  could  not  be  esti- 
mated at  the  time  of  the  survey.  They  include  such  features  as — 
discontinuing  the  use  of  the  second  fire  boat ;  a  reduction  in  the 
number  of  steamers  in  the  high  pressure  zone ;  a  reduction  in  the 
number  of  companies  and  the  personnel  due  to  extended  motori- 
zation; the  replacing  of  firemen  detailed  to  clerical  services  by 
civilian  employees. 

By  the  abolition  of  useless  details,  pointed  out  in  the  report,  and  the 
remanding  to  active  fire  service  of  the  present  incumbents,  there 
will  be  an  increased  service  representing  in  salaries 24,000 


Total  saving    $88,000 


NOTE  BY  TAX  COMMITTEE: 

Since  the  making  of  the  survey  the  secretary  of  the  Board  of  Fire  Commissioners  has 
notified  the  tax  committee  that  the  following  positions  in  the  fire  department  have  been 
abolished,  thus  saving  to  the  city  the  amounts  specified  by  the  secretary  as  follows: 

1  horseshoer  at  $5.00  per  day $  1,565.00 

1  blacksmith  at  $4.50  per  day 1,408.50 

1  blacksmith  helper  at  $3.75  per  day 1,173.80 

1  carriage  painter  at  $4.50  per  day 1,408.33% 

1  harness  maker  at  $4.25  per  day 1,330.00 

1  captain  of  water  tower  company 1,860.00 

1  hoseman  of  water  tower  company 1,440.00 

1  hydrantman    1,200.00 

1  battalion  chief   2,700.00 

1  battalion  chief's  operator 1,500.00 

3  monitor  battery  drivers  at  $1,440 4,320.00 

Total    $19,905.63 

Besides  which  is  the  saving  of  the  upkeep  of  the  three  horses  for  the  monitor 
batteries.   The  monitor  batteries  themselves  were  taken  off  and  placed  on  hose  wagons. 
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DEPARTMENT  OF  HEALTH 

Savings 

By  discontinuing  payment  of  salaries  to  the  following  employees  who 
are  not  in  attendance  upon  their  duties  because  of  complete  physi- 
cal disability: 

Chief  plumbing  inspector $2,100 

Market   inspector    1,500 

$3,600 

By  discontinuing  the  practice  of  routine  fumigation  following  con- 
tagious disease  and  the  consequent  elimination  of  2  disinfectors 
@  $1,500  each  from  the  payroll 3,000 

By  transferring  plumbing  inspection  from  the  department  of  health  to 
the  proposed  bureau  of  buildings  of  the  department  of  public 
works  a  saving  in  salaries  alone  of  $11,100  would  result  to  the 
health  department.  Reduction  of  the  number  of  plumbing  inspect- 
ors by  at  least  two  could  be  made  if  proper  co-operation  with 
building  inspection  is  established 3,600 

By  discontinuing  the  employment  of  a  resident  physician  at  $1,800 
in  the  tuberculosis  department  of  the  San  Francisco  Hospital  and 
the  appointment  of  an  assistant  at  $900  to  the  resident  physician 
of  the  general  hospital  service  to  be  assigned  to  the  tuberculosis 
department     900 

By  discontinuing  the  employment  of  a  superintendent  of  nurses  at 
$1,080  in  the  tuberculosis  department  of  the  San  Francisco  Hos- 
pital, all  nursing  service  to  be  under  the  direction  of  the  super- 
intendent of  nurses  of  the  general  hospital  service  who  should 
receive  an  increase  in  salary  from  $1,200  to  $1,680 600 

By  discontinuing  the  employment  of  a  chief  cook  at  $1,200  in  the 
tuberculosis  department,  supervision  of  all  cooking  being  placed 
under  the  direction  of  the  chief  cook  of  the  general  hospital 
service     1,200 

By  the  adoption  of  a  standard  formulary  for  use  in  the  drug  depart- 
ment of  the  San  Francisco  Hospital,  thus  permitting  the  making 
of  quantities  of  stock  preparations  and  the  reduction  of  cost 
through  the  discontinuance  of  the  present  plan  of  filling  special 
prescriptions  for  each  physician  according  to  his  own  individual 
taste " (est.)     1,000 

By  the  adoption  of  a  standard  dietary  for  all  institutions  under  health 
department  control  and  the  reduction  in  the  cost  of  foods  through 
purchase  of  standard  foods  in  larger  quantities (est.)   10,000 

By  the  adoption  of  a  uniform  method  of  storeskeeping  in  the  various 
institutions  of  the  department  so  as  to  reduce  waste,  breakage  and 
loss  through  misappropriation (est.)     1,000 

By  the  employment  of  four  surgeons  for  the  emergency  hospital  serv- 
ice (except  the  chief  surgeon)  on  full  time  at  $1,800  a  year  each  in- 
stead of  twelve  surgeons  on  part  time  at  $1,320  a  year  each 8,640 

Total   saving    (est.)   $33,540 

The  savings  above  enumerated  are  not  by  any  means  all  that  are  possible. 
Certain  savings,  it  is  believed,  will  result  through  reorganization  of  the 
department  along  the  lines  suggested  in  the  report,  but  these  can  hardly  be 
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estimated  with  any  degree  of  accuracy.  The  above  suggestions  include  only 
those  savings  which  can  be  brought  about  immediately  without  any  radical 
change  in  existing  organization. 

The  estimated  saving  of  $33,540  is  believed  to  be  conservative  and  suffi- 
cient to  pay  the  cost  of  much  of  the  additional  service  recommended  in  the 
report.  There  are  many  recommendations  in  the  report  which  look  forward 
to  a  very  considerable  extension  of  public  health  activity  which  will  not  be 
possible  without  a  very  considerable  increase  in  expenditure.  It  is  impos 
sible  to  estimate  the  exact  cost  of  the  extension  of  public  health  service. 
Within  the  limit  of  present  appropriations,  however,  the  following  increases 
or  extensions  of  service  recommended  could  be  made  from  the  savings  above 
indicated : 

For  the  employment  of  four  physicians  of  bureau  of  sanitation  on  full 

time  instead  of  part  time $2,400 

For  the  employment  of  a  director   of  the  proposed  bureau   of  food 

inspection   3,000 

For  the  employment  of  five  veterinarians  at  $1,800  in  place  of  five  lay 

inspectors  in  charge  of  abattoirs 1,500 

For  the  employment  of  school  medical  inspectors  on  full  time  instead 

of  part   time 3,600 

For  the  employment  of  additional  laboratory  service  so  as  to  make 

examination  of  all  supplies  delivered  to  institutions 3,000 

For  a  more  extensive  publicity  campaign 5,000 

For  the  equipment  of  an  out-patient  department  of  the  San  Fran- 
cisco Hospital    (est.)     5,000 

For  the  employment  of  a  permanent  interne  at  the  Isolation  Hospital.        600 

For  the  employment  of  a  matron  or  "house  mother"  at  the  Isolation 

Hospital    1,200 

For  repairs  and  additional  equipment  at  the  Isolation  Hospital  includ- 
ing  fire    escapes 6,500 

New  Sources  of  City  Revenues  Available 

The  following  are  sources  of  revenue  which  should  be  developed,  but  the 
amount  to  be  derived  could  not  be  estimated : 

By  requiring  fees  for  all  health  department  licenses  or  permits  which 
confer  a  commercial  advantage  upon  the  holder; 

By  requiring  fees  for  plumbing  inspection  based  on  the  actual  cost  of 
such  inspection ; 

By  increasing  facilities  at  the  Relief  Home  for  dairying,  hog  raising, 
poultry  raising  and  the  extension  of  farm  and  garden  operations ; 

By  the  erection  of  a  municipal  abattoir  for  the  slaughtering  of  all  cattle 
at  a  fixed  charge  to  the  dealer. 

THE  CORONER'S  OFFICE 

Savings 

By  the  abolition  of  the  office  of  coroner  and  the  creation  of  the  office 

of  medical  examiner  attached  to  the  office  of  district  attorney $12,440 
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PUBLIC  WORKS  ACTIVITIES 

Savings 

In  considering  the  possible  economies  in  the  administration  of  the  public 
works  activities  of  the  city,  it  is  firsl  necessary  to  establish  a  basic  factor  of 
service.  In  the  following  tabulation  the  statement  of  possible  savings  is 
predicated  upon  a  service  equal  to  that  now  being  obtained.  The  point  is  not 
made  that  it  would  not  be  desirable  in  certain  instances  to  apply  the  savings 
which  might  be  effected  to  increasing  a  part  of  the  service.  The  following 
amounts  are  calculated  on  an  annual  basis: 

Per   Year. 

Elimination  of  holiday  pay  for  teams  would  result  in  a  sav- 
ing of  approximately   $10,000 

Reduction  in  number  of  teams  and  employment  of  auto- 
mobile transportation  would  result  in  a  saving  of  at 
least 35,000 

Reduction  in  rate  paid  for  both  double  and  single  teams  to 

that   of  prevailing  market   rate — approximately 20,000 

Reduction  in  the  general  yard  assignments 10,000 

Reduction    in    force    through    consolidation    of    corporation 

yard   and  night  emergency   forces $10,000-     15,000 

Reduction  in  number  of  watchmen  and  the  elimination   of 

high-priced  labor  as  caretakers 6,000 

The  use  of  the  bureau  of  architecture  forces  for  the  design 

of  public  buildings   (part)    5,000-     10,000 

The  abolition  of  the  positions  of  brick  inspector 2,500-       3,000 

The  transfer  of  the  high  pressure  system  to  the  board  of 
public  works ;  the  use  of  uniformed  force  for  operation 
inspection ;  the  use  of  pumping  plants  for  manufacture 
of  electric   current    75,000-  125,000 

Reduction  in  the  number  of  low  pressure  hydrants  in  high 

pressure  zone    8,000-     15,000 

The  establishment  of  a  central  repair  shop  and  municipal 

garage    10.000-     15,000 

The  handling  of  part  of  the  building  repair  work  by  eon- 
tract  ;  the  closer  co-ordination  of  the  power  plant  force 
and  the  revision  of  the  method  of  controlling  work 
orders   10,000-     15,000 

Improved  methods  of  sewer  cleaning;  the  amalgamation  of 
side  sewer  department  with  other  sewer  construction 
work ;  the  use  of  improved  methods  of  catchbasin  clean- 
ing, and  reduction  in  amount  of  supervision  and  ad- 
ministration         10,000-     15,000 

Improvement  in  the  methods  of  street  flushing;  combination 
of  small  cleaning  gangs ;  the  use  of  equipment  on  more 
than  one  shift ;  the  purchase  and  use  of  more  equipment     25,000-     75,000 

The  abrogation  of  expensive  dumping  privilege  agreements; 

the  use  of  the  dumping  trestle  at  the  old  incinerator.  .  .  .       5,000-     10,000 

Improvement  of  the  working  force  in  the  bureau  of  streets; 
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purchase  of  more  roller  and  automobile  hauling  equip- 
ment; the  increased  use  of  contract  method  of  construc- 
tion; the  abrogation  of  asphalt  filler  contract  agree- 
ments;  the   reduction   in  yard   costs;    the   reduction   in 

division  supervisory  overhead  costs,  etc 100,000-  200,000 

The  reorganization  of  the  department  would  result  in  a 
saving  in  the  cost  of  supervision  and  administration 
through  the  centralization  of  functional  activities  of .  .  .  .     10,000-     15,000 


Total    $450,000-$500,000 

RECAPITULATION  OF  SAVINGS 

AND 
NEW  SOURCES  OF  REVENUE 


Financial  Department,  Savings $  270,000 

Financial  Department,  New  Sources  of  Revenue 52,000 

Fire  Department,  Savings 88,000 

Department  of  Health,  Savings   33,540 

Coroner's  Office,  Savings   12,440 

Public  Works  Activities,  Savings $450,000—  500,000 

Total  Estimated  Savings  in  all  Departments $955,980 


Note:     There  are  many  other  sources  of  savings  and  revenue  which  should  be  devel- 
oped from  the  recommendations  made,  but  which  could  not  be  estimated  in  figures. 


Recommendations  Effective  Without  Change  of  Charter 


SUMMARY   OF  RECOMMENDATIONS 

(In  presenting  this  summary  of  recommendations,  the  reasons 
for  making  them  are  omitted,  hut  the  latter  will  be  found  set 
forth  in  much  detail  in  those  pages  of  the  report  which  relate 
to  the  respective  subjects. 

It  is  believed  that  a  fairly  accurate  division  has  been  made 
in  this  summary  between  those  recommendations  which  require 
charter  or  statutory  Amendment  and  those  which  do  not,  but 
the  Bureau  of  Municipal  Research  does  not  assume  responsibility 
for  the  correctness  of  this  classification  because  the  survey  did 
not  extend  to  the  law  features  of  the  government). 


RECOMMENDATIONS   WHICH   CAN   BE   MADE   EFFECTIVE 
WITHOUT  CHANGE  OF  CHARTER 

The  Mayor  and  Board  of  Supervisors 

That  the  mayor,  in  so  far  as  is  possible  under  the  charter,  shall  assume 
more  executive  leadership  in  devising  plans  and  administrative  policies,  but, 
before  putting  them  into  effect,  shall  submit  them  for  approval  to  the  board 
of  supervisors ; 

That,  in  so  far  as  the  board  of  supervisors  is  not  directly  required  by 
charter  to  exercise  administrative  functions,  it  should  divorce  itself  therefrom 
and  confine  its  attention  to  legislative  matters  and  to  exercising  independent 
judgment  in  approving  or  disapproving  the  plans,  measures  and  policies 
submitted  by  the  mayor. 

Assessor 

That  the  number  of  permanent  employees  be  decreased  and  that  the  salary 
rates  of  the  remaining  permanent  employees  be  revised ; 

That,  in  filling  vacancies  hereafter,  more  care  be  exercised  in  preparing 
the  civil  service  examinations,  and  that  every  endeavor  be  made  to  secure 
men  qualified  to  assess  property; 

That,  unless  the  three  foregoing  recommendations  are  made  effective,  the 
appropriation  for  permanent  employees  be  reduced,  because  the  office  is 
overmanned  during  the  last  six  months  of  each  year ; 

That  the  new  index  now  being  prepared  be  made  available  in  printed 
form; 

That  each  land  assessor  and  each  improvement  assessor  be  assigned  a 
properly  qualified  assistant  to  act  as  an  understudy  until  such  time  as  he 
can  be  made  a  senior  assessor; 

That  all  real  estate  be  assessed  at  its  full  value  as  required  by  law  in- 
stead of  at  only  50  per  cent ; 

That  the  land  value  maps  be  made  more  readily  available  to  the  public; 
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That  a  more  complete  procedure  be  adopted  for  computing  depreciation 
on  buildings; 

That  more  attention  be  given  to  ascertaining  the  amount  of  revenue 
stamps  placed  on  deeds  and  other  documents  transferring  property; 

That  personal  property  assessment  blanks  be  distributed  through  the 
police  department  instead  of  by  using  extra  employees ; 

That  temporary  employees  engaged  in  preparing  the  tax  rolls  be  paid 
on  a  piece-work  basis,  instead  of  on  a  flat  rate  of  $100  a  month , 

That  further  cooperation  of  the  registrar's  office  be  secured  in  preparing 
the  military  roll. 

Tax  Collector 

That  the  writing  of  tax  bills  be  paid  for  on  the  basis  of  a  fixed  rate  per 
correct  bill,  instead  of  on  a  flat  monthly  rate ; 

That  consideration  be  given  to  the  advantages  to  be  derived  from  writing 
tax  bills  by  a  typewriter  carbon  process ; 

That  the  maintaining  of  a  skeleton  tax  roll  be  discontinued; 

That  the  practice  of  having  three  men  in  a  "cash  cage"  be  discontinued; 

That  the  tax  collector  collect  all  taxes  on  unsecured  personal  property  \ 

That  all  rentals  be  collected  by  this  office ; 

That  the  receiving  of  applications  for  all  kinds  of  licenses,  and  the 
issuing  of  all  licenses  be  centralized  in  this  office ; 

That  the  entire  function  of  license  inspection  be  transferred  to  the  police 
department ; 

That  all  license  fees  be  collected  over  the  counter  in  the  tax  collector's 
office  instead  of  part  of  the  fees  being  collected  by  inspectors  in  the  field  ; 

That  applicants  be  required  to  fill  out  their  own  applications. 

Issuance  and  Inspection  of  Licenses 

That,  in  addition  to  the  changes  in  license  procedure  cited  above,  im- 
mediate action  be  taken  to  revise  the  entire  license  system.  This  could 
probably  best  be  done  by  the  appointment  of  a  special  commission  for  that 
purpose ; 

That  licenses  which  are  variable  in  amount  be  prepared  with  a  grad- 
uated coupon  stub  similar  to  United  States  money  orders ; 

That  more  attention  be  given  to  differentiating  the  colors  as  between 
years  so  as  to  facilitate  inspection ; 

That  licenses  be  issued  on  an  annual  instead  of  on  a  quarterly  basis  ■ 

That  the  procedure  of  the  police  department  in  granting  renewals  be 
simplified  as  recommended  in  this  report ; 

That  the  entire  scale  of  license  fees  be  revised ; 

That  the  granting  of  free  licenses  by  the  mayor  and  the  police  committee 
be  discontinued ; 

That  saloon  licensees  be  required  to  give  bond ; 

That  the  license  records  be  simplified  as  recommended  in  this  report. 
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Budget 

That  the  budget  system  known  as  the  "executive  budget      be  adopted; 

That  standard  forms  of  stationery  be  used  in  preparing  and  submitting 
departmental  estimates ; 

That  a  standard  classification  of  appropriation  titles  be  prepared  and 
formally  adopted; 

That  the  annual  appropriation  bill  contain  detail  specifications  with 
respect  to  the  conditions  under  which  the  appropriations  may  be  expended, 
sueh  as  the  keeping  of  time  records,  preparation  of  payrolls,  preparation 
and  use  of  written  specifications  in  making  purchases,  keeping  of  detailed 
expense  accounts  as  a  basis  for  preparing  appropriation  estimates,  etc.; 

That  the  establishment  of  detailed  expense  and  unit  cost  accounting,  and 
the  preparation  of  budget  estimates  in  adequate  detail,  be  accompanied  by 
the  granting  of  less  segregated  appropriations  so  as  to  afford  greater  flexi- 
bility in  the  administration  thereof  by  department  heads; 

That  the  practice  of  granting  supplemental  appropriations  from  time  to 
time  during  the  year  be  discontinued. 

Purchasing  Methods 

That  a  complete  and  effective  central  purchasing  agency  be  established 
along  the  lines  laid  down  in  this  report; 

That  the  purchasing  agency  be  placed  under  the  mayor  instead  of  under 
the  legislative  branch  of  the  government ; 

That  endeavor  be  made  to  secure  the  cooperation  of  those  departments 
which  now  do  their  own  buying — including  the  park,  playground,  election, 
library,   and   educational   departments; 

That  the  chairmen  of  committees  of  the  board  of  supervisors  discontinue 
their  practice  of  personally  issuing  purchase  orders ; 

That  the  preparation  of  detailed  written  specifications  of  supplies,  ma- 
terials and  equipment  be  seriously  undertaken  and  prosecuted  continuously 
to  completion ; 

That  the  practice  of  buying  supplies,  material  and  equipment,  "according 
to  sample'",  and  by  brands  or  such  as  are  "equal  to"  certain  brands,  be 
reduced  to  a  minimum ; 

That  more  attention  be  given  to  securing  accuracy  in  the  estimates  of 
quantities,  or  that  the  practice  of  requiring  estimates  on  specified  quantities 
be  discontinued  entirely; 

That  the  purchases  of  stationery,  furniture  and  fittings  be  charged  against 
the  appropriations  of  the  respective  departments  which  receive  these  sup- 
plies ; 

That  the  blackboard  system  of  securing  bids  be  adopted  for  open-market 
orders ; 

That  at  least  three  informal  bids  be  secured  on  each  open-market  pur- 
chase of  $15  or  over; 
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That,  in  all  cases  where  written  specifications  have  been  prepared,  samples 
of  the  supplies  and  materials  which  are  delivered  on  purchase  orders  be 
tested  in  the  city's  laboratory,  and  a  written  report  sent  by  the  latter  to 
the  auditor  stating  whether  or  not  such  deliveries  conform  with  the  require- 
ments of  the  specifications; 

That  a  checking-up  system  of  inspection  of  deliveries  be  established  by 
the  auditor; 

That  a  system  of  reporting  to  the  auditor  relative  to  the  receipt  of  goods 
be  established  at  each  delivery  point  as  described  in  this  report ; 

That  the  procedure  with  respect  to  the  preparation  of  "demands"  be 
revised  so  that  the  number  thereof  will  be  reduced; 

That,  in  revising  the  city's  system  of  purchasing,  consideration  be  given 
to  the  advantages  of  a  central  storehouse ; 

That  the  collection  of  advertising  fees  from  successful  bidders  be  discon- 
tinued ; 

That  all  city  advertising  be  published  in  the  "Municipal  Record"  in- 
stead of  in  an  outside  newspaper,  or,  if  such  recommendation  be  not  adopted, 
that  all  city  advertising  be  published  only  on  a  certain  day  or  two  days  of 
each  week. 

Municipal  Debt 

That  the  city  adopt  a  "pay-as-you-go"  policy  of  financing  its  public 
improvements,  instead  of  continuing  to  issue  long-term  bonds  therefor; 

That,  in  issuing  bonds  in  the  future,  a  greater  degree  of  coordination  be 
observed  between  the  life  of  the  bond  and  the  life  of  the  assets  purchased 
with  the  proceeds  thereof. 

Auditor 

That  the  accounting  system  now  maintained  by  the  finance  committee 
be  discontinued,  and  that  the  city's  accounts  be  centralized  in  the  office  of 
the  auditor; 

That  such  centralization  include  the  elimination  of  duplication  between 
the  central  system  and  the  departmental  systems; 

That  the  central  system  be  completely  revised  along  the  lines  set  forth 
in  this  report,  so  that  there  may  be  produced  regularly  from  the  city's  books 
complete  balance  sheets  and  operating  statements; 

That  the  necessary  accounting  revision  be  obtained  by  (1)  securing 
experienced  and  competent  leadership  in  devising  the  necessary  changes  in 
existing  accounting  records  and  in  supervising  the  installation  thereof; 
(2)  organizing  a  central  committee  on  accounting  revision,  to  be  composed 
of  from  five  to  twelve  of  the  senior  accountants  from  various  city  depart- 
ments; and  (3)  securing  the  active  assistance  of  the  state  board  of  control 
and  also  the  active  assistance  of  the  local  bureau  of  municipal  research,  if 
such  a  bureau  is  established ; 
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That,  iu  revising  the  accounting  procedure,  provision  be  made  whereby 
the  auditor  will  receive  currently  all  of  the  documents  and  information 
necessary  for  use  in  making  a  complete  audit,  and  that  each  claim  (includ- 
ing each  payroll)  be  completely  audited  and  certified  to  by  him; 

That  all  personal  service  be  paid  for  on  payroll  forms  and  in  conformity 
with  the  uniform  payroll  procedure ; 

Thai  no  payrolls  be  certified  to  until  after  the  expiration  of  the  period 
to  which  they  relate ; 

That  it  be  required  that  each  payroll  be  supported  by  adequate  time 
records,  and  such  fact  be  certified  to ; 

That  the  dates  when  the  payrolls  of  the  various  departments  are  due 
in  the  Civil  Service  Commission,  in  the  auditor's  office,  and  in  the  treasurer's 
office  shall  be  definitely  standardized; 

That  no  employee  shall  be  paid  before  the  expiration  of  the  period  cov- 
ered by  such  payroll ; 

That  there  shall  be  not  only  complete  certification  as  to  all  facts  and 
conditions  surrounding  each  payroll,  but  that  each  certification  shall  bear 
the  date  thereof; 

That  the  granting  of  vacations  to  per  diem  employees  be  made  subject 
to  more  strict  regulations,  so  as  to  avoid  the  present  abuses  of  this  privilege ; 

That  the  pasting  of  bond  coupons  in  scrap  books  be  discontinued; 

That,  after  revising  the  accounting  procedure  and  readjusting  the  duties 
of  the  auditor's  staff,  he  assign  three  or  four  men  to  the  field  for  the  pur- 
pose of  checking  up  on  the  license  inspection  of  the  police  department  and 
for  the  purpose  of  inspecting  deliveries  of  supplies  and  materials. 

Treasurer 

That  the  treasurer,  in  conjunction  with  the  mayor  and  auditor,  hereafter 
fix  the  annual  rate  of  interest  on  deposits  of  city  money  in  bank  at  more 
than  2  per  cent ; 

That,  in  cooperation  with  the  auditor,  a  revised  plan  be  adopted  for 
paying  park  employees,  per  diem  employees  of  the  street  department,  and 
employees  of  the  institutions  of  the  health  commission; 

That  the  method  of  turning  over  to  the  fiscal  agent  thirty  days  in  ad- 
vance an  amount  of  gold  sufficient  to  meet  the  Eastern  maturities  be  dis- 
continued and  that  a  definite  compensation  with  the  fiscal  agent  be  agreed 
upon; 

That  the  transfer  of  money  between  funds  either  be  discontinued  or  that 
legal  sanction  be  secured; 

That  the  bookkeeping  methods  be  revised  as  indicated  in  this  report. 

Recorder 

That  the  recorder  establish  standard  forms  for  deeds,  mortgages,  etc., 
have  printed  copies  prepared,  and  distribute  such  free,  so  that  it  will  be 
practicable  for  him  to  use  record  books  of  such  standard  forms,  and,  in 
recording,  to  copy  therein  only  the  filled-in  portion  of  the  documents; 
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That  the  recorder  endeavor  to  secure  the  cooperation  of  other  recorders 
and  of  the  legislature  in  establishing  standard  forms  of  those  kinds  of 
documents  which  are  presented  in  greatest  number  for  recording; 

That,  if  the  foregoing  recommendations  be  not  adopted,  a  photographic 
process  of  recording  be  adopted ; 

That  the  time  allowed  for  recording  documents  be  definitely  standardized ; 
if  possible,  the  standard  should  be  fixed  at  five  days; 

That  a  higher  rental  fee  be  charged  for  the  desk  space  occupied  by 
private  companies ; 

That  the  recorder  inaugurate  a  campaign  of  education  for  instructing 
the  people  relative  to  the  advantages  to  be  derived  by  registering  under 
the  Torrens  system. 

Registrar 

That  the  present  statistical  and  financial  records  be  supplemented  so  as 
to  show  functional  and  unit  costs  of  the  various  kinds  of  work  conducted  by 
this  office ; 

That  applicants  for  registration  be  required  to  fill  out  their  own  affidavits; 

That  a  carbon  process  of  writing  the  affidavits  be  used  instead  of  the 
present  method  of  copying  in  triplicate. 

Clerk  of  the  Board  of  Supervisors 

That  the  number  of  employees  in  this  office  be  reduced; 

That  the  office  function  not  only  as  clerk  of  the  board,  but  also  as  a 
bureau  of  information  for  the  public,  and  that  it  be  located  on  the  main 
floor  of  the  City  Hall  near  the  front  entrance. 

Police  Department 

That  the  administrative  head  be  kept  currently  advised  through  an  im- 
proved reporting  system  of  all  of  the  activities  of  the  department  and  the  '.-rime 
conditions  of  the  city; 

That  the  members  of  the  board  be  furnished,  at  their  private  offices,  a  com- 
plete and  detailed  report  in  tabulated  form  each  week  in  advance  of  the  meet- 
ing of  the  board ; 

That  the  members  of  the  board  be  furnished  a  monthly  report  which  will 
show  all  of  the  information  contained  in  the  weekly  reports  on  a  comparative 
basis ; 

That  all  trials  of  delinquent  policemen  be  conducted  at  special  meetings  at 
which  no  other  business  except  real  emergency  matters  will  be  considered  ; 

That  each  district  commander  and  the  head  of  each  branch  of  the  service  be 
required  to  file  a  comprehensive  daily  report  on  specially  printed  forms  with 
headings  calling  for  detailed  and  complete  information  concerning  the  activities 
of  the  force  during  each  twenty-four  hours ; 

That  from  these  district  reports  there  be  compiled  a  consolidated  report 
which  would  be  available  for  the  chief's  review  each  morning.     This  report 
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should  present  a  complete  picture  of  the  operations  of  the  force  and  the  crime 
conditions  of  the  city  for  twenty-four  hours; 

That  the  practice  of  requiring  all  captains  to  be  in  attendance  at  the  weekly 
meetings  of  the  board  of  commissioners  be  abandoned; 

That  the  sergeants  be  used  exclusively  for  the  supervision  of  patrol  and  the 
maintenance  of  the  records  at  the  poliee  station; 

That  the  chief  require  the  captains  and  lieutenants  to  supervise  more  closely 
the  work  of  sergeants  and  the  patrol  force  with  a  view  to  maintaining  a  higher 
standard  of  discipline  on  the  patrol  posts; 

That  a  system  of  merits  and  demerits  be  installed  so  as  to  make  unnecessary 
the  imposition  of  fines  in  cases  of  delinquencies; 

That  in  such  cases  as  fines  are  imposed  the  amount  be  deducted  in  small 
monthly  installments ; 

That  in  order  to  secure  younger  men  for  police  service  and  as  a  protection 
to  the  pension  fund,  the  maximum  eligible  age  be  thirty  years  at  the  time  of 
appointment ; 

That  the  civil  service  commission  amend  its  rules  so  that  all  eligible  lists 
lor  appointment  to  the  police  department  will  remain  in  force  for  but  two 
years ; 

That  the  plan  for  investigating  applicants  for  appointment  outlined  in  the 
report  on  the  survey  of  the  fire  department  be  adopted  by  the  police  depart- 
ment : 

That  for  the  proper  instruction  and  training  of  the  policemen  there  be 
established  at  once  a  school  for  police  service; 

That  all  present  members  of  the  force  be  required  to  receive  instruction  at 
this  school ; 

That  the  school  be  under  the  charge  of  an  experienced  instructor  assisted  by 
a  drill  master; 

That  probationary  patrolmen  be  assigned  to  work  with  policemen  selected 
because  of  their  special  fitness  for  this  work; 

That  the  course  of  instruction  include  training  for  detective  service  and 
that  detectives  be  selected  from  among  the  members  of  this  class  receiving  the 
highest  rating; 

That  the  police  and  superior  courts  be  used  as  laboratories  and  that  the 
procedure  in  these  courts  be  observed  by  the  members  of  the  school ; 

That  the  district  attorney's  staff,  the  judges  of  the  superior  court,  the 
Bertillon  operator,  the  city  attorney  and  heads  of  other  city  departments  he 
requested  to  lecture  to  the  students  upon  the  relation  of  the  police  service  to 
the  work  of  their  respective  branches  of  the  government ; 

That  the  district  attorney  be  requested  to  prepare  a  set  of  instructions  as 
to  the  procedure  necessary  in  obtaining  evidence  in  homicide  cases,  including 
preserving  evidence,  examining  prisoners  while  in  custody  of  the  police,  obtain- 
ing statements  from  witnesses,  recording  information,  statements  or  confessions 
of  prisoners  apprehended  in  connection  with  crime,  etc. ; 
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That  these  instructions  be  printed  and  carried  by  each  member  of  the  force 
in  his  loose-leaf  memorandum  book; 

That  for  purposes  of  recording  information  secured  by  members  of  the 
force  first  to  arrive  at  the  scene  of  a  murder,  specially  provided  report  forms 
with  printed  headings  calling  for  detailed  information  such  as  is  suggested  by 
the  district  attorney  as  essential  in  such  cases,  be  carried  by  all  members  of 
the  force ; 

That  at  the  conclusion  of  each  course  of  lectures  in  the  school  written  tests 
be  conducted  and  that  the  ratings  obtained  by  the  policemen  in  these  tests 
be  given  consideration  in  determining  their  efficiency; 

That  complete  and  detailed  records  be  maintained  in  connection  with  the 
administration  of  the  school,  and  that  the  instructor  be  required  to  make  com- 
plete reports  to  the  chief  at  the  completion  of  each  course ; 

That  in  the  case  of  recruits  these  reports  be  used  by  the  commissioners  in 
determining  whether  or  not  final  appointments  will  be  made; 

That  because  it  is  believed,  judging  from  experience  in  other  cities,  thai  the 
members  of  a  police  force  are  not  generally  satisfied  with  the  rulings  of  a  merit 
board  composed  only  of  superior  officers,  the  personnel  of  the  present  board 
be  changed  so  as  to  include  only  the  chief  of  police,  a  member  of  the  civil 
service  commission,  the  commissioner  of  safety  and  the  president  of  the  police 
board ; 

That  in  order  to  encourage  policemen  to  study  police  procedure  and  keep 
alive  their  interest  in  the  development  of  the  system,  members  of  the  force 
be  invited  to  make  suggestions  to  the  police  commission  to  improve  methods  ol 
procedure,  and  that  to  the  policeman  making  the  most  practical  suggestion 
during  the  year  the  merit  board  award  a  medal ; 

That  the  civil  service  commission  give  special  credit  in  promotional  tests  to 
the  holders  of  medals  awarded  for  best  suggestions; 

That  the  civil  service  commission  require  the  police  department  to  install  a 
proper  system  of  efficiency  records  which  will  truly  describe  the  quality  of  the 
work  performed  by  the  policemen ; 

That,  pending  the  amendment  of  the  charter  establishing  a  combined 
surgical  service  for  the  police  and  fire  departments,  the  police  surgeon  be  re- 
quired to  devote  his  entire  time  to  the  police  service  and  that  he  be  paid  a 
salary  commensurate  with  such  service ; 

That  the  surgeon  render  medical  and  surgical  service  to  all  members  of  the 
force,  without  cost  to  them,  regardless  of  whether  their  illness  is  directly  due 
to  an  injury  received  in  the  performance  of  duty  or  not; 

That  no  members  of  the  force  be  excused  from  duty  because  of  illness 
except  upon  the  certificate  of  the  police  surgeon  issued  after  a  thorough  ex- 
amination has  been  made ; 

That  the  surgeon  be  required  to  maintain  proper  health  records  and  to  make 
detailed  reports  concerning  the  operations  of  his  division ; 

That  a  new  police  station  be  provided  for  the  fifth  district  to  replace  the 
temporary  wooden  shack  now  in  use ; 
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That  the  regulations  as  to  patrolmen's  uniforms  be  changed  so  as  to  replace 
the  roll  collar  with  a  modern  standing  military  collar  and  to  discontinue  the 
bell  ;is  ;i  part  of  the  uniform  ; 

That  a  shield  «»!■  badge  of  a  more  modern  design  he  adopted,  having  upon  it 
the  seal  «it'  the  niy  and  the  patrolman's  number  conspicuously  displayed; 

That  the  shields  worn  by  patrol  specials,  or  Bpecial  patrolmen,  be  of  a 
design  vastly  different  from  that  worn  by  the  regular  police; 

That  ii<>  persons  other  than  those  regularly  employed  by  the  police  depart- 
ment he  permitted  to  use  the  design  of  the  police  shield; 

That  the  eit>  supply  and  pay  for  the  uniforms  and  equipment  used  by 
the  policemen  and  that  provision  be  made  to  purchase  all  of  these  things  by 
contract ; 

That  if  the  city  is  financially  unable  to  defray  this  expense,  the  department 
make  arrangements  to  furnish  at  least  the  uniforms  and  equipment  at  the 
actual  cost  of  production,  ami  that  the  original  cost  be  paid  by  the  city  and 
colleeted   from  the  policemen   in   equal   monthly  installments; 

That  policemen  be  required  to  carry  their  pistols  in  a  holster  in  the  blouse 
on  the  left  side,  instead  of  in  the  hip  pocket  as  at  present; 

That  whether  or  not  the  city  furnishes  the  policemen  their  uniforms,  the 
policemen  be  supplied  with  revolvers  without  cost  to  them; 

That,  because  of  the  fact  that  28,203  cases  of  arrest  out  of  a  total  of 
14,603  during  the  year  1915-1916  resulted  in  dismissal  in  the  police  court, 
there  he  eondiieted  at  once  by  the  board  of  supervisors  an  investigation  to 
determine  the  cause  of  this  wholesale   dismissal  of  police  cases; 

That  the  three  policemen  detailed  to  attend  the  elevators  in  the  city  prison 
be  remanded  to  patrol  duty  at  once  as  their  services  at  the  prison  are  not 
required ; 

That  unit  cost  records  be  installed  in  the  city  prison ; 

That  a  detailed  history  of  all  persons  taken  into  custody  for  public  intoxica- 
tion be  obtained  and  that  this  history  be  recorded  in  the  manner  described  in 
the  section  of  this  report  headed  "Records  and  Reports"; 

That  the  five  sergeants,  three  corporals  and  twenty-five  patrolmen  detailed 
to  services  in  the  various  city  and  county  departments,  privately  maintained 
organizations,  and  unnecessary  details  within  the  police  department  be  re- 
manded to  active  police  service.  These  details  do  not  include  those  which 
should  be  replaced  by  civilian  employees ; 

That  all  members  of  the  force  now  detailed  to  clerical  work  at  police  head- 
quarters be  remanded  to  active  police  service  and  the  work  performed  by 
civilian  employees; 

That,  inasmuch  as  the  present  number  of  policemen  employed  by  the  city 
of  San  Francisco,  if  utilized  for  police  service,  is  wholly  adequate  to  meet  the 
present  needs  of  the  city,  no  additional  appointments  be  made ; 

That  the  O'Farrell  Street  substation  of  district  No.  7  be  abolished  and  this 
section  of  the  city  be  made  a  part  of  the  5th  district,  thus  greatly  reducing 
the  overhead  cost  without  decreasing  the  efficiency  of  the  service; 
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That  patrol  booths  be  established  in  the  suburban  districts  and  particularly 
in  district  No.  7 ; 

That  with  the  establishment  of  patrol  booths  the  mounted  and  foot  patrols 
be  abandoned ; 

That  the  supervising  officers,  such  as  sergeants  and  corporals,  in  the  sub- 
urban sections  be  equipped  with  motorcycles ; 

That  the  number  of  patrolmen  detailed  to  clerical  and  house  duty  within 
the  district  stations  be  reduced  so  as  not  to  exceed  forty,  thus  making  imme- 
diately available  for  patrol  service  thirteen  additional  members  of  the  force; 

That  for  purposes  of  making  a  proper  distribution  of  the  force  and  estab- 
lishing the  patrol  posts  upon  a  scientific  basis,  the  chief  cause  to  be  taken  a 
census  of  every  block  in  the  city,  not  only  as  to  the  number  of  people,  but  also 
as  to  block  conditions  which  in  any  way  affect  the  police  problem ; 

That  this  census  be  made  in  accordance  with  the  plan  suggested  in  this 
report ; 

That  upon  completion  of  the  census  a  careful  analysis  of  the  information 
collected  be  made  and  that  a  reapportionment  of  the  patrol  posts  be  ar- 
ranged ; 

That  the  patrol  posts  be  laid  out  on  a  straight-away  patrol  plan  instead  of 
the  circular  and  square  plan ; 

That  maps  of  patrol  posts  be  provided  upon  which  will  be  indicated  the 
relieving  points,  and  that  a  set  of  these  maps  be  furnished  each  police  dis- 
trict ; 

That  a  flashlight  signal  system  be  installed  throughout  the  city  and  that 
in  order  to  secure  the  most  efficient  and  at  the  same  time  the  most  economical 
type,  the  chief  of  the  electrical  bureau  be  instructed  to  plan  such  a  system  and 
to  advise  the  commission  as  to  the  cost  of  installation  and  operation  of  same; 

That  patrolmen  be  required  to  record  in  their  memorandum  honks  the  time 
and  place  of  meeting  their  superior  officers  while  on  patrol ; 

That  the  central  reserve  plan  be  adopted; 

That  the  department  maintain  a  bulletin  service,  providing  all  members 
with  copies  of  the  daily  bulletins ; 

That  these  bulletins  contain  descriptions  of  persons  missing  or  wanted,  all 
orders  to  the  force,  and  such  other  information  as  the  chief  may  desire  to  give 
to  the  policemen; 

That  no  appointments  as  special  officers  or  patrol  specials  be  made  of  em- 
ployees of  holders  of  liquor  licenses,  detective  agencies  or  street  railway  com- 
panies ; 

That  the  uniform  to  be  worn  by  specials  be  of  a  design  created  by  the 
police  department  and  one  which  will  be  vastly  different  from  that  of  the 
regular  force ; 

That  the  regulations  require  the  employers  of  special  patrolmen  to  agree 
that  at  such  times  as  specials  are  not  upon  duty  their  shields  and  revolvers 
shall  be  in  the  custody  of  the  employer  or  a  representative  designated  for  this 
purpose ; 
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That  all  special  policemen  make  a  written  reporl  weekly  upon  a  stand- 
ard printed  form  showing  all  service  performed  by  them,  arrests  made  and 
such  other  information  as  might  be  of  statistical  value  to  tin1  police  depart- 
ment ; 

That  the  commissions  of  so-called  "safety-first"  officers  be  revoked; 

That  an  ordinance  be  adopted  requiring  that  all  watchmen,  whether 
operating  independently  or  employed  by  corporations,  be  required  to  obtain 
■  License,  to  furnish  tin-  police  department  with  their  photograph,  to  have  a 
copy  of  their  photograph  attached  to  their  permit,  and  when  on  duty  to 
carry  with  them  their  certificates  of  appointment   or  registration: 

That  all  uniforms  worn  by  watchmen  be  Bubject  to  the  approval  or  dis- 
approval nt'  the  police  department ; 

Thai  all  corporations  furnishing  watchman  service  be  required  to  abandon 

tlic    use    of   the   word    "•patrol"    in    connection    with    the   official    title    of   their 

corporation  employees ; 

That  for  purposes  of  encouraging  tin-  patrol  force  to  co-operate  with  the 
other  branches  of  the  city  government  by  faithfully  reporting  matters 
observed  by  the  policemen  upon  their  respective  posts,  a  revised  system  of 
reporting  he  installed  which  will   provide  for  a  proper  reward  for  diligence 

and  faithfulness,  and  which  will  provide  the  policemen  with  intelligently 
drawn  report  forms  to  he  carried  by  them,  and  a  careful  review  of  such 
reports  when  filed; 

That  a  loose-leaf  memorandum  hook  be  supplied  all  members  of  the  force 
instead  of  the  present   memorandum  book; 

That  policemen  be  used  to  deliver  communications  to  taxpayers; 

That  the  license  and  permit  division  be  abolished; 

That  a  committee  of  the  board  of  supervisors  be  appointed  to  study 
traffic  conditions  with  a  view  to  redrafting  the  ordinances  so  as  to  empower 
the  traffic  policemen  to  obtain  better  results ; 

That  the  bureau  of  vehicular  inspection  be  abolished : 

That  the  inspection  and  supervision  of  taximeters  be  performed  by  the 
employees  of  the  department  of  weights  and  measures; 

That  the  practice  with  relation  to  what  are  termed  "detinue  cases",  the 
detaining  of  persons  against  whom  no  complaint  has  been  recorded  or  charge 
made,  be  abandoned; 

That  the  detective  bureau  be  reorganized  and  that  new7  procedure  for 
the  assignment  of  detectives,  their  supervision  and  control  be  adopted ; 

That  two  grades  of  detectives,  namely  junior  and  senior,  be  established; 

That  the  junior  detectives  receive  the  same  salary  as  patrolmen,  while 
the  senior  detectives  receive  the  salary  now  paid  detective  sergeants ; 

That  no  policeman  be  permitted  to  perform  duty  in  plain  clothes  except 
members  of  the  detective  division  and  those  assigned  to  the  staff  of  the  chief 
for  conducting  such  investigations  or  performing  such  service  as  he  may 
direct ; 
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That  the  precinct  or  district  plain  clothes  men  be  remanded  to  active 
patrol; 

That  the  city  be  divided  into  five  detective  divisions,  each  to  be  under 
the  charge  of  a  senior  detective; 

That  for  specialized  detective  work  a  detail  operate  from  headquarters 
under  the  supervision  of  the  captain  of  detectives; 

That  the  reorganization  of  the  detective  bureau  provide  for  a  total  mem- 
bership, including  the  captains  of  detectives  and  supervising  officers,  of  53, 
thus  reducing  the  detective  force  by  19,  eliminating  20  district  plainclothes 
men  and  releasing  for  patrol  service  39  policemen; 

That  the  practice  of  assigning  detectives  to  cases  in  which  arrests  for 
felony  have  been  made  by  uniformed  policemen  be  abandoned  at  once ; 

That  the  morning  line-up  be  revised; 

That  the  captain  of  detectives  give  closer  supervision ; 

That  a  definite  procedure  for  the  handling  and  recording  of  complaints 
be  established; 

That  a  complete  system  of  records  and  reports,  such  as  is  outlined  in 
this  report,  which  will  provide  for  the  recording  not  only  of  every  com- 
plaint, but  the  action  taken  upon  it,  be  installed  at  once; 

That  the  bureau  of  criminal  identification  be  supplied  with  standard  filing 
cabinets  to  be  used  in  maintaining  a  rogues'  gallery; 

That  the  chief  issue  orders  to  the  Bertillon  operator  prohibiting  the  fur- 
nishing of  pictures  from  the  gallery  to  any  person  except  upon  the  written 
order  of  the  captain  of  detectives  or  the  chief,  and  that  in  no  case  shall  any 
picture  be  removed  without  such  order ; 

That  the  department  photographers  be  placed  under  the  supervision  of 
the  Bertillon  operator ; 

That  the  staff  of  the  bureau  of  criminal  identification  be  reduced  at  once ; 

That  the  two  patrolmen  assigned  to  clip  newspapers  be  remanded  to 
active  patrol; 

That  the  practice  of  placing  the  name  and  number  of  the  prisoner  upon 
the  face  of  the  photographs  in  the  rogues'  gallery  be  discontinued; 

That  the  uniformed  members  of  the  force  be  relieved  of  all  responsibility 
in  connection  with  the  enforcement  of  the  statutes  regulating  the  sale  of 
liquor  and  the  suppression  of  gambling  and  prostitution ; 

That  not  only  the  uniformed  force  be  relieved  of  inspecting  saloons  and 
houses  of  prostitution,  but  that  the  rules  prohibit  their  entering  such  prem- 
ises except  to  suppress  riot  or  make  arrest  for  the  commission  of  some  crime ; 

That  the  patrolmen,  sergeants  and  other  members  of  the  uniformed  force 
be  held  strictly  responsible  for  reporting  to  the  chief  every  premises  sus- 
pected of  being  operated  or  used  for  illegal  purposes ; 

That  an  ordinance  be  adopted  prohibiting  private  rooms  ami  booths  in 
premises  licensed  to  sell  liquor; 

That  all  wine  rooms,  restaurants,  moving  picture  shows  and  other 
licensed  places  be  inspected  frequently  by  the  women  protective  officers ; 
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That  the  white  slave  bureau  be  abolished; 

That  the  women  protective  officers  work  nuclei-  the  immediate  super- 
vision and  direction  of  the  chief  and  his  confidential  clerk,  and  that  no  other 
members  » » t"  the  department  be  permitted  to  issue  orders  affecting  their  work; 

That  the  women  protective  officers  be  furnished  separate  quarters  in  some 
part  of  the  hall  of  justice  where  they  and  those  having  business  with  them 
will  not  be  obliged  to  meet  the  male  officers; 

That  the  practice  of  using  the  protective  officers  as  matrons  be  discon- 
tinued and  that  they  be  used  exclusively  for  the  work  which  it  is  intended 
they  should  do; 

That  the  protective  officers  be  required  to  maintain  adequate  records 
which  will  accurately  describe  the  work  performed  by  them  and  the  results 
being  obtained; 

That  an  ordinance  be  adopted  requiring  owners  of  moving  picture 
theaters  to  set  aside  a  part  of  their  houses  for  the  exclusive  use  of  women 
and  prohibiting  total  darkness  during  exhibitions; 

That  the  commissioners  establish  at  once  a  central  recording  and  filing 
division  in  which  all  of  the  records  of  the  department  shall  be  maintained 
and  filed ; 

That  the  present  light  well  be  so  reconstructed  as  to  provide  this  room 
for  the  central  record  and  tiling  division; 

That  the  central  record  and  filing  division  be  under  the  immediate  super- 
vision of  a  chief  clerk ; 

That  all  other  bureaus  which  now  maintain  records  be  abolished; 

That  adequate  equipment  be  provided  for  the  central  record  and  filing 
division ; 

That  a  definite  procedure  be  adopted  for  the  management  of  this  divi- 
sion which  will  provide  for  adequate  control  over  the  records  and  efficient 
service  in  the  maintenance  and  filing  of  the  records ; 

That  a  definite  procedure  for  the  receipt,  handling  and  distribution  of 
the  mail  be  adopted; 

That  a  definite  procedure  for  the  handling  of  complaints  be  adopted; 

That  the  system  of  records  and  reports  described  and  suggested  in  this 
report  be  adopted; 

That  the  department  issue  annually  a  comprehensive  and  detailed  report 
in  accordance  with  the  suggestions  contained  in  this  report. 

FIRE  DEPARTMENT 
Meetings  of  Board  of  Commissioners 

That  the  chief  of  the  department  be  required  to  furnish  the  board  of 
commissioners  at  its  weekly  meetings  a  concise  but  comprehensive  report  in 
tabular  form  showing  all  of  the  operations  of  the  department  for  the  week, 
and  the  estimated  loss  at  each  fire.  This  report  should  be  compiled  upon  a 
comparative  basis; 
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That  the  regular  meetings  of  the  board  of  commissioners  be  held  during 
the  regular  business  hours  and  that  at  the  regular  meetings  all  the  business 
of  the  department  with  respect  to  matters  of  administration  other  than  dis- 
ciplinary trials  be  transacted; 

That  the  trials  of  delinquent  firemen  be  conducted  at  special  meetings 
called  for  this  purpose ; 

That  copies  of  reports  from  the  chief  and  other  department  members 
which  are  to  be  reviewed  and  considered  by  the  board  of  commissioners  be 
furnished  the  commissioners  currently  and  in  advance  of  the  meeting,  so 
that  they  may  be  able  to  give  them  the  attention  necessary  to  make  such 
independent  investigations  as  they  choose  in  advance  of  the  meeting; 

That  the  chief  be  required  to  maintain  complete  and  detailed  records  and 
that  a  copy  of  each  fire  service  report  be  furnished  the  members  of  the 
commission  at  their  respective  private  offices.  These  reports  should  show  the 
estimated  loss  resulting  from  each  fire ; 

That  each  company  be  required  to  file  a  daily  reporl  describing  under 
printed  headings  all  of  the  operations  of  the  company  during  the  preceding 
twenty-four  hours ; 

That  from  the  daily  reports  there  be  compiled  a  consolidated  report 
which  shall  be  ready  for  the  review  of  the  chief  by  noon  of  each  day. 

Reorganization  and  Reduction  of  Force 

That  a  reorganization  of  the  battalions  be  made  so  as  to  divide  the  force 
into  nine  instead  of  eleven  battalions; 

That,  because  the  force  is  over-officered,  at  such  time  as  there  may  < nr 

a  vacancy  in  the  rank  of  assistant  chief,  no  appointment  he  made  to  fill  this 
vacancy,  and  that  the  number  of  battalion  chiefs  be  reduced  from  eleven  to 
ten  by  not  filling  the  present  vacancy  in  this  rank; 

That  the  extra  battalion  chief  be  assigned  to  supervise  the  tire  prevention 
work  and  not  be  required  to  respond  to  other  than  third  alarms,  and  serve 
as  relief  battalion  chief  after  office  hours.  This  redaction  in  the  number  of 
superior  officers  would  effect  an  annual  salary  saving  of  $5,700  a  year  with- 
out in  anywise  reducing  the  efficiency  of  the  service; 

That  the  battalion  chiefs  be  required  to  maintain  better  discipline  at  the 
fire  stations ; 

That  the  battalion  chiefs  be  required  to  maintain  at  their  quarters  such 
records  as  are  recommended  in  this  report ; 

That  all  reports  and  other  communications  from  company  officers  he 
transmitted  through  the  battalion  chief,  who  should  he  required  to  review 
and  endorse  them; 

That,  in  addition  to  the  regular  course  of  instruction  furnished  the  fire- 
men, the  battalion  chiefs  be  required  to  lecture  to  the  firemen  upon  the 
important  risks  and  hazards,  and  to  conduct  examinations  of  the  firemen 
from  time  to  time  to  ascertain  their  knowledge  of  their  duties: 

That  the  record  of  buildings  now  carried  by  the  captains  on  the   appa- 
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ratus  It  changed  either  to  a  loose  leaf  or  card  record,  and,  in  order  thai  the 
Information  secured  shall  I"'  uniform,  thai  specially  printed  forms  be  pro- 
vided  for  this  purpose  ; 

Thai  the  number  of  captains  should  be  reduced  from  seventy  nine  to 
si\t\  -five,  thus  effecting  as  annual  saving  in  salaries  of  $26,040.  This  re- 
duction in  the  number  of  captains  should  be  made  gradually  by  refraining 

from  filling  vacancies  as  they  occur; 

That  the  practice  of  utilizing  the  services  of  one  of  the  captains  as  a 
photographer  be  discontinued,  and  that  photographs  which  may  be  needed 
he  obtained  Erom  the  photographer  in  the  department  of  public  works; 

That  in  all  fire  houses  where  two  or  more  companies  are  housed,  the 
senior  captain,  pending  a  reduction  in  the  number  of  captains,  be  held 
responsible  for  the  care  and  general  cleanliness  of  the  station. 

Appointments  and  Promotions 

That  a  better  procedure  for  the  investigation  of  applicants  for  appoint- 
ment be  adopted.   A  detailed  plan  will  be  found  described  in  this  report; 

That  the  regulations  as  to  height  and  weight  be  made  uniform  in  all  grades; 

That  probationary  firemen  in  company  with  their  commanding  officers  be 
required  to  appear  before  the  board  at  the  meeting  prior  to  the  expiration  of 
their  probationary  period,  in  order  that  the  commissioners  may  have  ample 
opportunity  for  conducting  such  examinations  as  they  may  see  fit; 

That  the  commissioners  establish  at  once  a  school  of  instruction  which 
will  provide  a  course  including  lectures,  in  addition  to  practical  instruction 
and  physical  drill ; 

That  all  recruits  be  reqnired  to  attend  this  school  for  at  least  thirty  days. 

Training  and  Drills 

That  all  members  of  the  force  receive  the  benefit  of  instruction  at  the 
school ; 

That  the  present  plan  of  drilling  commanding  officers  with  their  sub- 
ordinates be  discontinued,  and  that  a  special  class  for  officers  be  established; 

That  lectures  be  conducted  at  company  quarters; 

That  text  books  be  provided  all  members  of  the  force,  and  that  they  be 
required  to  read  and  study  them  and  be  given  written  tests  and  ratings  upon 
their  efficiency  as  shown  by  these  tests ; 

That  captains  require  the  members  of  their  command  to  inspect  build- 
ings in  the  district,  study  their  condition  and  prepare  intelligent  reports 
upon  them,  and  that  copies  of  these  reports  be  furnished  or  made  available 
for  the  inspection  and  study  of  all  members  of  the  company.  These  reports 
should  be  made  the  subject  of  discussion  by  the  firemen  and  they  should 
receive  efficiency  ratings  based  upon  the  intelligence  displayed  in  these 
discussions ; 

That  the  chief,  providing  the  laMr  with  regard  to  transfers  is  amended, 
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formulate  a  plan  of  distribution  and  transfer  so  that  all  firemen  will  per- 
form service  at  some  time  during  their  career  in  all  sections  of  the  city  and 
under  all  commanding  officers; 

That  the  captain  in  charge  of  the  drill  tower  be  prohibited  from  excusing 
members  of  the  force  from  drill,  except  upon  the  written  order  of  the  chief 
of  the  department; 

That  the  commissioners  require  at  once  the  physical  examination  by  the 
department  surgeon  of  all  members  and  officers  who  are  at  present  excused 
from  drilling  at  the  tower  because  of  disability; 

That  no  member  be  excused  from  taking  part  in  the  physical  drill 
because  of  illness  or  disability  except  upon  the  certificate  of  the  department 
surgeon  filed  with  the  chief  engineer; 

That  a  system  of  efficiency  records  which  will  truly  reward  all  firemen 
for  the  service  rendered  by  them  should  be  installed ;  that  the  ratings 
obtained  by  firemen  upon  their  efficiency  records  should  be  applied  by  the 
civil  service  commission  in  promotional  examination; 

That  in  promotional  examinations  a  practical  test  be  given. 

Health  and  Sanitation 

That  a  physical  examination  of  all  applicants  for  promotion  be  made; 

That  the  procedure  with  relation  to  the  trial  of  delinquent  firemen  be 
revised; 

That  members  of  the  force  found  guilty  of  having  been  intoxicated  while 
on  duty  be  dismissed  from  the  service; 

That  the  surgeon  be  required  to  make  a  physical  examination  of  every 
member  of  the  police  and  fire  forces  at  least  once  in  each  year; 

That  no  member  of  the  fire  department  be  excused  from  duty  because 
of  illness  except  upon  the  recommendation  of  the  department  surgeon  and 
after  a  careful  examination  and  report  by  him ; 

That  the  rules  of  the  department  prohibit  the  surgeon  from  having  any 
business  relations  whatever  with  any  member  of  the  department  or  his  irn 
mediate  family; 

That  the  surgeon  be  required  to  maintain  complete  and  detailed  health 
records ; 

That  the  surgeon  be  required  to  make  a  detailed  report  weekly  which 
will  serve  as  an  administrative  guide ; 

That  additional  toilet  facilities  be  installed  in  the  quarters  occupied  by 
Engine  Company  No.  21  at  1152  Oak  Street,  and  Truck  Company  No.  8  at 
38  Bluxome  Street; 

That  the  quarters  occupied  by  Engine  Company  No.  39,  at  2136  Geary 
Street,  Engine  Company  No.  16,  at  1009  Tennessee  Street,  Truck  Company 
No.  45,  at  1849  Post  Street,  and  Engine  Company  No.  19,  at  52  Waller 
Street,  be  abandoned  as  soon  as  the  city  is  financially  able  to  furnish  othei 
quarters  for  these  companies; 
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That  the  quarters  occupied  by  Engine  Companies  Nos.  33  and  11,  Located 
at  117  Broad  Street  and  L632  Oak  Dale  Avenue,  respectively,  be  altered  and 
renovated  so  as  to  make  them  more  habitable; 

That  the  practice  of  allowing  firemen  to  sleep  in  the  dormitories  during 
the  daytime  should  be  discontinued; 

That  the  common  use  of  roller  towels  in  fire  houses  be  prohibited; 

That  firemen  be  allowed  one  day  off  in  four; 

That  the  vacation  period  for  superior  officers  be  increased  so  that  battalion 
chiefs,  assistant  chiefs  and  the  chief  will  be  allowed  one  month's  vacation, 
while  the  captains  will  be  allowed  twenty-one  days. 

Equipment 

That,  with  tlie  purchase  of  additional  motor  apparatus,  a  reduction  in  the 
force  and  the  elimination  of  a  number  of  companies  should  be  made.  The 
determination  as  to  the  companies  which  should  be  eliminated  should  be  the 
result  of  a  careful  study; 

That  the  three  monitor  battery  companies  be  abandoned  and  the  ap- 
paratus placed  on  reserve  at  the  corporation  yard.  The  taking  of  these 
companies  out  of  service  will  result  in  an  annual  saving  to  the  city  of  ap- 
proximately $5,000; 

That  all  of  the  hose  wagons  in  the  congested  value  district  be  equipped 
at  once  with  turrets; 

That  one  of  the  water  towers  be  placed  on  reserve  and  its  crew  be 
assigned  to  other  companies ; 

That  the  captain  and  lieutenant  detailed  to  the  second  water  tower  be 
transferred  to  regular  companies,  and  the  tower  while  in  quarters  be  under 
the  supervision  and  care  of  the  captain  of  the  company  quarters  with  which 
it  may  be  housed.  By  adopting  this  recommendation,  there  will  be  an  annual 
saving  in  salary  of  $6,450; 

That  the  commissioners  consider  carefully  the  advisability  of  taking  one 
of  the  fire  boats  out  of  the  service ; 

That  all  of  the  firemen,  with  the  exception  of  those  who  are  disabled, 
detailed  to  service  other  than  fire  duties,  such  as  the  clerks  of  the  corporation 
yard  and  the  clerks  in  the  main  office,  be  remanded  to  active  service  in 
companies ; 

That  the  board  of  commissioners  require  a  laboratory  test  of  all  hose  pur- 
chased, in  order  to  determine  whether  the  hose  is  manufactured  in  accord- 
ance with  the  specifications; 

That  the  department  purchase  and  equip  its  apparatus  writh  hose  rollers 
for  use  en  route,  and  jackets  or  clamps  for  emergency  use  in  the  event  that 
hose  bursts  at  fires; 

That  the  number  of  steamers  be  reduced,  and  that  only  sufficient  steamers 
be  retained  in  use  in  the  section  of  the  city  served  with  high  pressure  water 
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to  serve  as  "stand-bys''  or  emergency  relief  apparatus  in  the  event  of  a 
breakdown  in  the  high  pressure  system ; 

That  the  high  pressure  system  be  more  generally  used  for  fire  extinguish- 
ment; 

That  when  new  apparatus  is  purchased,  combination  chemical  hose 
wagons  be  obtained  to  replace  the  old  style  chemical  tanks  now  in  service ; 

That  additional  fire  gongs  be  installed  at  the  more  congested  points  along 
Market  Street; 

That  an  ordinance  be  adopted  establishing  what  are  commonly  termed 
"fire"  streets  and  requiring  that  all  cars  stop  at  the  near  side. 

Theaters 

That  firemen  on  detail  in  theaters  be  required  to  carry  a  lighted  lantern 
or  a  high  grade  electric  torch ; 

That  before  issuing  a  license  or  a  renewal  of  a  License  to  theaters  the 
owners  be  required  to  stipulate  and  agree  in  writing  that  they  will  pay  tin- 
city  for  the  services  of  the  firemen  detailed  to  them; 

That  fire  drills  be  held  at  theaters  under  the  supervision  of  battalion 
chiefs,  and  that  the  employees  of  the  theaters  be  furnished  with  printed  or 
written  instructions  as  to  their  duties  in  the  event  of  a  panic ; 

That  the  ordinance  be  amended  so  as  to  provide  that  prior  to  the  issu- 
ance of  a  building  permit  for  construction  or  alteration  of  a  theater,  moving 
picture  show  or  other  place  of  public  assemblage,  a  duplicate  set  of  plans 
or  linen  tracings  be  filed  with  the  fire  department  for  the  inspection  of  the 
chief,  and  that  no  permit  be  issued  until  the  chief  approves  the  plans  in 
writing ; 

That  the  licensing  authorities  issue  no  theatrical  or  moving  picture 
licenses  without  the  written  approval  of  the  chief  of  the  fire  department ; 

That  no  obstructions  of  any  kind  should  be  permitted  in  the  lobbies  of 
moving  picture  show  houses,  and  that  the  use  of  portieres  over  exits  should 
not  be  permitted. 

Fire  Prevention  Work 

That,  in  connection  with  the  fire  prevention  work,   the  department   con- 
duct a  campaign  of  education,   availing  themselves   of  the   opportunities  in  | 
the  public  schools  and  moving  picture  theaters ; 

That  all  fire  prevention  inspection  be  carefully  reported  and  that  com-  J 
plete  records  be  maintained  in  connection  with  this  work; 

That  the  supervisors  adopt  an  ordinance  which  will  require  property 
owners,  under  a  penalty,  to  keep  vacant  lots  free  from  dry  grass ; 

That  a  definite  procedure  for  the  reporting  of  dry  grass  in  vacant  lots  be 


adopted. 
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Corporation  Yard 

Thai  the  commissioners  cause  a  scientific  study  oi*  the  repair  service  as 
maintained  at  the  corporation  yard  to  be  made  at  once.; 

That  the  staff  employed  at  the  corporation  yard  be  reduced  as  promptly 
as  possible  by  dispensing  with  the  services  of  one  harness-maker,  one  black- 
smith, one  blacksmith's  helper,  two  machinists  and  two  painters; 

That  no  appoint  incuts  be  made  to  the  four  machinist  positions  which 
were  provided  for  in  tins  year's  budget; 

That   the  position  of  draftsman  to  the  lire  department  be  abolished; 

That  no  appointment  be  made  to  the  position  of  general  foreman  of  the 
corporation  yard,  a  position  which  was  created  in  the  budget  for  this  year; 

That  the  city  attorney  be  required  to  furnish  an  opinion  regarding  the 
question  of  pensions  for  all  of  the  employees  of  the  corporation  yard; 

That  the  records  now  maintained  at  the  corporation  yard  be  transferred 
to  the  general  office  at  headquarters,  and  that  a  unit  cost  record  system  be 
installed; 

That  the  number  of  horses  of  the  fire  department  be  reduced  so  as  to 
retain  only  the  actual  number  needed  for  fire  service  and  a  few  on  reserve; 

That  provision  be  made  as  speedily  as  possible  to  furnish  storage  room 
for  the  vehicles  of  the  department  which  are  now  permitted  to  remain  out- 
of-doors  continuously  at  the  department  stable ; 

That  the  superintendent  of  horses  be  required  to  maintain  detailed  records 
in  connection  with  this  branch  of  the  service ; 

That  the  number  of  horseshoers  be  reduced  to  three,  and  the  number  of 
hostlers  be  reduced  to  five,  thereby  dispensing  with  the  services  of  one  horse- 
shoer  and  four  hostlers. 

Fire  Alarm  Service 

That  the  department  of  electricity  adopt  a  uniform  system  of  lighting 
the  fire  alarm  boxes  for  night  service ; 

That  all  hospitals,  schools,  hotels  and  lodging  houses  be  required  to 
.install  a  regular  city  service  fire  alarm  box; 

That  all  telephone  alarms  be  treated  in  precisely  the  same  manner  as  if 
they  had  been  transmitted  by  a  fire  alarm  box; 

That  members  of  the  fire  department  be  prohibited  from  using  the  depart- 
ment telephone  for  personal  calls,  incoming  and  outgoing; 

That  the  telephone  company  be  requested  to  keep  one  traffic  line  reserved 
at  all  times  for  the  dispatching  of  alarms  to  the  central  alarm  station ; 

That  the  telephone  company  be  requested  to  instruct  its  subscribers  in 
the  event  of  their  having  to  report  a  fire,  merely  to  inform  the  operator  of 
this  fact  without  the  necessity  of  giving  any  number; 

That  the  force  of  telephone  operators  be  reduced  from  four  to  three. 
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Fire  Badges  and  Fire  Lines 

That  not  more  than  100  fire  badges  be  issued  and  that  an  animal  fee  of 
ten  dollars  be  charged  for  such  badges; 

That  a  definite  procedure  for  the  issuance  of  these  badges  be  adopted ; 

That  a  special  type  of  badge  be  designed  and  issued  to  the  employees 
of  the  public  service  corporations  in  a  limited  number,  and  only  the  actual 
cost  of  the  badge  charged; 

That  the  police  department  furnish  better  protection  in  the  way  of  fire 
lines ; 

That  fire  lines  be  established  at  a  distance  of  not  less  than  a  city  block 
on  either  side  of  the  burning  premises. 

Records  and  Reports 

That  the  records  and  reports  of  the  department  be  improved,  and  that  the 
records  recommended  in  this  report  be  established; 

That  the  department  prepare  and  issue  an  annual  report  which  will  be 
of  statistical  value  and  a  guide  to  the  administrative  heads  and  the  board  of 
supervisors  in  matters  affecting  the  department. 

COUNTY  JAIL 

That  provision  be  made  for  the  construction  of  a  modern  correctional 
institution  to  replace  Jails  Nos.  2  and  3 ; 

That  a  study  of  the  correctional  problems  of  the  city  be  made  with  a 
view  to  developing  a  correctional  program ; 

That  provision  be  made  for  the  establishment  of  an  inebriety  farm  to 
which  habitual  drunkards  and  persons  addicted  to  the  use  of  drugs  may  be 
committed ; 

That,  pending  the  construction  of  a  new  correctional  institution,  the 
women  prisoners  now  housed  in  Jail  No.  3  be  transferred  to  the  city  prison ; 

That,  in  order  to  avoid  confusion  at  Jail  No.  1,  the  prisoners  who  are  to 
be  delivered  to  court  each  morning  be  released  and  delivered  to  the  deputy 
sheriffs  before  the  remaining  prisoners  are  permitted  to  leave  their  cells  for 
exercise ; 

That  instead  of  allowing  the  prisoners  to  congregate  in  groups,  playing 
cards,  holding  public  discussions  and  generally  entertaining  themselves,  a 
definite  daily  exercise  period  be  established  during  which  the  prisoners  will 
be  exercised  under  the  supervision  of  guards.  The  exercise  periods  should 
consist  of  an  hour  in  the  forenoon  and  an  hour  in  the  afternoon.  During 
all  other  times  the  prisoners  should  be  confined  to  their  cells ; 

That  to  prevent  the  prisoners  in  the  jail  from  becoming  infected  with 
contagious  diseases,  prisoners  upon  admission  be  detained  in  reception  cells 
and  not  assigned  to  regular  cells  until  after  the  city  physician  has  examined 
them; 

That  the  city  physician  make  a  careful  report  of  the  examination  of  the 
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prisoners,  noting  detailed  information  as  to  bruises  or  wounds  which  may 
have  been  found  upon  prisoners; 

That  no  prisoner  be  permitted  to  leave  the  jail  for  court  or  elsewhere 
except  upon  a  written  order  of  a  superior  court  judge,  a  police  magistrate  or 
the  dist  rict  attorney; 

That  card  playing  or  gambling  in  any  form  be  prohibited  within  the  jail; 

That  the  prisoners  be  prohibited  from  defacing  the  walls  of  their  cells 
by  pasting  pictures  and  other  matter  upon  them,  carrying  food  to  their 
cells,  making  tires  in  their  cells  or  storing  clothing  therein; 

That  the  sheriff  should  require  the  superintendent  of  Jail  No.  2  imme- 
diately to  cause  all  of  the  cells  in  that  jail  to  be  thoroughly  cleansed  with 
soap  and  water ; 

That  a  detailed  record  be  made  of  every  case  in  which  a  prisoner  is  pun- 
ished— such  a  record  to  show  the  reason  for  the  punishment  and  the  punish- 
ment inflicted ; 

That  all  laundry  work  for  the  city  institutions  and  city  departments  be 
done  by  prisoners  and  that  for  this  purpose  laundry  machinery  be  installed 
either  at  Jail  No.  1  or  2; 

That  the  sheriff  cause  a  cost  accounting  system  to  be  installed  at  once. 

SEALER  OF  WEIGHTS  AND  MEASURES 

That  the  sealer  be  provided  with  funds  with  which  to  retain  the  services 
of  women  from  time  to  time.  These  women  are  to  be  employed  in  making 
purchases ; 

That  more  time  be  devoted  to  detective  service  and  sporadic  inspections 
than  to  routine  inspection  work ; 

That  for  use  in  sporadic  inspection  work  the  assistants  be  equipped  with 
cup  weights ; 

That  the  local  sealers  be  relieved  of  the  work  of  testing  and  inspecting 
scales  at  scale  factories; 

That  the  sealer  and  assistant  sealers  make  no  scale  adjustments  in  the 
field; 

That  the  use  of  open  adjustment  screws  on  scales  be  prohibited,  notwith- 
standing that  such  scales  may  have  been  in  use  prior  to  the  adoption  of  the 
state  regulation ; 

That  a  larger  and  more  conspicuous  condemnation  label  be  adopted  for 
use  in  connection  with  the  condemnation  of  spring  balances; 

That  the  records  and  reports  be  revised  so  as  to  comply  with  the  recom- 
mendations in  this  report ; 

That  the  department  issue  an  annual  report  which  will  be  of  real  statis- 
tical value  and  indicate  the  efficiency  of  the  service. 

DISTRICT  ATTORNEY 

That  the  district  attorney's  staff  be  reorganized  and  the  force  reduced  in 
number ; 
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That  the  district  attorney  require  that  all  of  his  assistants  give  their 
entire  time  to  their  duties,  and  that  they  refrain  from  engaging  in  private 
practice ; 

That  one  assistant  be  especially  assigned  to  the  investigation  and  prepara- 
tion of  all  homicide  cases,  and  that  he  be  subject  to  call  by  the  police  during 
any  hour  of  the  day  or  night; 

That  the  practice  of  paying  the  salaries  of  clerks  out  of  contingent  funds 
be  discontinued; 

That  the  offices  of  the  bond  and  warrant  division  be  arranged  so  as  to 
provide  several  small  rooms  to  be  used  exclusively  for  receiving  applications 
for  warrants. 

DEPARTMENT  OF  HEALTH 

Following  a  discussion  of  the  recommendations  of  this  report  with  the 
board  of  health,  on  the  completion  of  this  survey,  many  of  the  recommenda- 
tions herewith  summarized  were  approved  for  immediate  adoption.  The 
following  extract  from  a  letter  from  the  health  officer,  dated  September  1, 
1916,  enumerates  the  recommendations  already  formally  adopted  by  the 
board  of  health : 

"I  herewith  beg  to  submit  the  following  notations  of  recommendations 
adopted  by  this  board  on  suggestions  submitted  by  you  during  your  recent 
investigation  of  our  department,  namely : 

a — Adoption  of  uniform  hospital  records ; 

b — Adoption  of  a  uniform  system  of  requisitions  and  keeping  of  accounts; 

c — Adoption  of  a  form  of  birth  certificate  to  be  furnished  parents  of  each 
new-born  baby  where  birth  has  been  registered ; 

d — Adoption  of  a  form  of  certificate  to  be  issued  to  persons  who,  by 
reason  of  having  contracted  communicable  disease  and  recovered 
therefrom,  are  to  be  considered  immune ; 

e — Adoption  of  a  uniform  system  of  dietetics  to  be  applied  to  all  institu- 
tions ; 

f — Adoption  of  a  plan  for  rotating  of  internes  into  the  emergency  ser- 
vice." 

General  Administration 

That  the  department  of  health  be  completely  reorganized  along  functional 
lines  to  include  the  following  major  units  or  bureaus: 

1 — Bureau  of  laboratories ; 

2 — Bureau  of  school  hygiene  ; 

3 — Bureau  of  sanitary  inspection  and  preventable  diseases; 

4 — Bureau  of  food  inspection ; 

5 — Bureau  of  medical  and  nursing  service ; 

That  the  present  method  of  filling  positions  by  thirty-day  temporary 
appointments,  which  are  renewed  from  month  to  month  and  year  to  year, 
be  discontinued; 

That  nurses  appointed  to  the  health  department  service  be  selected  from 
special  lists  prepared  by  the   civil   service  commission   in   co-operation   with 
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the  departmenl   of  health,  so  thai    muses   fitted    Eor  the   particular  service 
desired,   may  he  secured  instead  of  selecting  them   from   a   general  eligible 

list  as  at    present  ; 

'That  full  time  service  he  required  of  all  physicians  in  health  department 
Service  except  in  the  case  of  the  chief  surgeon  of  the  emergency  hospital 
service ; 

That  the  present  method  of  conducting  Long-drawn-out  trials  of  employees 
be  discontinued  and  that  full  disposition  of  each  ease  of  insubordination,  mis- 
conduct and  misfeasance  in  office  be  placed  in  the  hands  of  the  commissioner 
of  health  ; 

That  health  inspectors  !>»'  uniformed  so  that  the  morale  of  the  inspection 
force  max    be   improved  ; 

That  tlie  present  practice  of  continuing  indefinitely  upon  the  payroll  cer- 
tain  employees   who  are   physically    incapacitated   be   discontinued; 

That  immediate  consideration  be  given  to  the  matter  of  establishing  an 
employees*  pension  fund  within  the  department  or  preferably  as  a  part  of  a 
general  pension  plan  for  all  city  employees; 

That  periodic  physical  examinations  be  made  of  all  health  department 
employees  to  determine  their  physical  fitness  and  to  prevent  the  loss  of  time 
and  money  incident  to  sickness  on  the  part  of  employees; 

That  daily  and  monthly  reports  be  made  uniform  for  all  inspection  serv- 
ices so  as  to  reduce  the  cost  of  planting; 

That  a  uniform  method  be  adopted  for  keeping  stores  records  in  the 
various  institutions  of  the  department;* 

That  a  uniform  method  of  accounting  be  established  for  use  by  all  insti- 
tutions under  health  department  control  so  that  cost  records  may  be  com- 
pared ;* 

That  immediate  consideration  be  given  to  the  matter  of  requiring  fees  for 
permits  and  licenses  which  confer  a  commercial  advantage  upon  the  holders 
of  such  permits  or  licenses; 

Bureau  of  Sanitation 

That  all  physician  inspectors  employed  in  this  bureau  be  placed  upon 
full-time  service  and  that  the  salaries  of  such  full-time  physicians  be  fixed  at 
$2,400  a  year  each; 

That  all  cases  of  communicable  disease  reported  to  the  department  be 
followed  up  by  the  sanitary  inspectors  to  insure  proper  compliance  with 
departmental  regulations ; 

That  the  tuberculosis  nurses  authorized  in  the  budget  of  1916-17  be 
selected  by  a  special  examination  in  order  that  nurses  of  special  experience, 
training  and  ability  in  social  service  work  may  be  secured; 

That  effort  be  made  to  secure  more  thorough  reporting  of  ophthalmia 
neonatorum  (sore  eyes  of  infants)  by  a  follow-up  of  all  cases  of  births 
reported  by  midwives; 


*Recommendation  already  adopted  by  the  board  of  health. 
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That  effort  be  made  to  create  a  co-operative  nursing  service  under  the 
direction  of  the  health  department,  such  co-operative  service  to  include  all 
nurses  doing  district  nursing  within  the  city  for  private  associations,  public 
hospitals,  etc.  This  would  include  the  nurses  of  the  Anti-Tuberculosis  Asso- 
ciation, the  Telegraph  Hill  Association,  the  Metropolitan  Life  Insurance 
Association,  the  hospitals  of  the  city  and  all  other  nurses  doing  related  work ; 

That  arrangement  be  made  with  the  Telegraph  Hill  Neighborhood  Asso- 
ciation -which  will  permit  the  use  by  the  health  department  of  the  Hill  Farm 
Sanatorium  maintained  by  this  association,  such  use  to  be  paid  for  by  the 
health  department ; 

That  the  health  department  urge  the  passage  of  an  ordinance  which  will 
require  the  muzzling  of  all  dogs  at  large  within  the  city; 

That  steps  be  taken  to  improve  the  registration  and  control  of  venereal 
disease  by  the  establishment  of  a  confidential  advisory  or  consultation  clinic 
at  the  health  department ; 

That  the  department  conduct  a  campaign  of  publicity  to  the  end  that  citi- 
zens may  avail  themselves  of  typhoid  immunization  at  the  health  depart- 
ment ; 

That  a  certificate  be  given  to  each  person  recovering  from  an  attack  of  a 
communicable  disease  commonly  conferring  immunity  by  such  attack  so  that 
the  individual,  by  presenting  the  certificate,  may  not  thereafter  be  subject 
to  the  full  measure  of  quarantine  ;* 

That  a  survey  of  private  wells  be  made  and  all  wells  showing  dangerous 
contamination  be  filled  up; 

That  a  survey  of  truck  gardens  near  sewer  outlets  be  made  to  determine 
what  dangers  to  health  exist  in  the  use  of  vegetables  from  such  gardens ; 

Disinfection 

That  the  present  routine  fumigation  of  premises  following  contagious 
disease  be  discontinued  and  the  two  disinfectors  now  employed  at  $1,500 
each  be  dispensed  with ; 

Investigation  of  Complaints 

That  a  complaint  register  be  kept  in  which  all  complaints  may  be  classi- 
fied according  to  the  nature  of  each  complaint  in  order  that  the  chief  sani- 
tary officer  may  know  what  the  most  prolific  sources  of  complaints  are ; 

That  policemen  be  used  as  sanitary  inspectors  following  their  instruction 
by  the  health  authorities ; 

Food  Inspection 

That  a  bureau  of  food  inspection  be  created  and  that  a  director  of  such 
bureau  be  appointed  at  a  salary  of  $3,000  a  year; 

♦Recommendation  already  adopted  by  board  of  health. 
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That  the  bureau  of  food  inspection  include  all  functions  of  the  depart- 
ment which  have  to  do  with  the  inspection  of  foods  and  food  establishments; 

That  regulations  regarding  sanitation  in  Blaughter-houses  be  printed  and 
conspicuously  posted  in  each  slaughter-house; 

That  the  requirements  of  the  law  1 bserved  by  the  employment  of  five 

veterinarians  instead  of  the  five  lay  market  inspectors  now  in  charge  of 
Blaughter-houses    See  ordinance  1265,  oew  series,  Ejection  2,  regulation  1); 

That  consideration  be  given  to  the  erection  of  a  co-operative  or  municipal 
abattoir  in  "Butchertown"  in  place  of  the  several  small  abattoirs  now  under 
inspection  in  order  to  reduce  the  cost  of  inspection  service; 

That  the  present  routine  dairy  inspection  be  discontinued  and  greater 
emphasis  placed  upon  the  laboratory  tests  of  milk.  When  milk  is  found  con- 
taminated by  laboratory  tests,  then  the  whole  chain  from  consumer  to  dairy 
should  be  followed  up; 

That,  instead  of  attempting  to  cover  the  whole  field  of  food  establish- 
ments superficially,  the  department  make  surveys  of  certain  industries 
known  to  be  particularly  unsatisfactory; 

That  physical  examination  by  a  health  department  physician  of  all  food 
handlers  be  made  a  condition  of  issuance  of  sanitary  certificate  to  conduct  a 
food  business; 

That  efforts  be  made  to  enlist  the  co-operation  of  all  civic  and  social 
organizations  in  the  improvement  of  the  food  supply; 

Industrial  Inspection 

That  the  division  of  industrial  inspection  be  discontinued  as  a  separate 
unit  and  that  the  functions  of  this  division  be  delegated  to  the  various 
bureaus  as  may  be  proper  under  the  general  reorganization  plan  previously 
recommended ; 

Plumbing  Inspection 

That  the  division  of  plumbing  inspection  of  the  health  department  be 
transferred  to  the  department  of  public  works  and  made  a  function  of  the 
proposed  bureau  of  building  inspection  of  that  department ; 

That,  if  plumbing  inspection  is  continued  as  a  function  of  the  health 
department,  fees  be  required  for  such  inspection,  the  amount  of  the  fee  to  be 
dependent  upon  the  cost  of  inspection  service ; 

That  plumbing  inspectors,  if  continued  in  the  department  of  health,  be 
required  to  spend  more  time  in  the  field  and  less  time  in  the  office  ; 

Medical  Inspection  of  Schools 

That  all  physicians  in  school  medical  inspection  be  placed  upon  full-time 
service,  their  salaries  being  increased  from  $1,800  a  year  in  the  case  of  the 
chief  medical  inspector  to  $3,000  a  year,  and,  in  the  case  of  the  two  medical 
inspectors,  from  $1,200  to  $2,400  a  year  each ; 
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That  a  bureau  of  school  hygiene  he  created  with  the  chief  medical 
inspector  as  director; 

That  each  medical  inspector,  including  the  director,  be  assigned  to  a 
large  district  with  an  office  in  that  district ; 

That  a  number  of  nurses,  each  in  charge  of  a  subdistrict,  be  under  the 
direct  supervision  of  the  medical  inspectors  of  the  three  larger  districts  for 
inspection  of  children  in  schools  and  "follow-up"  home  visits; 

That  efforts  be  made  to  reduce  to  the  minimum  the  number  of  inspections 
and  examinations  required  by  the  adoption  of  an  improved  plan  for  the  dis- 
covery of  children  requiring  treatment  and  the  discovery  of  insanitary 
conditions   in   school-rooms ; 

That  steps  be  taken  by  the  health  authorities  to  establish  as  a  part  of  the 
bureau  of  school  hygiene  school  clinics  within  school  buildings; 

That  effort  be  made  to  establish  a  division  of  mental  hygiene  in  co-opera- 
tion with  the  educational  authorities  for  the  purpose  of  detecting  mentally 
defective  children  and  providing  for  their  proper  treatment; 

That  all  children  applying  for  working  papers  be  given  a  thorough 
physical  examination  by  the  school  health  physician.  This  should  be  done 
in  co-operation  with  the  superintendent  of  schools; 

Reduction  of  Infant  Mortality 

That  more  adequate  supervision  of  midwives  be  provided  so  as  to  elim- 
inate as  far  as  possible  unqualified  midwives  and  to  prevent  the  improper 
practice  of  all  midwives; 

That  all  births  reported  to  the  department  as  attended  by  midwives  or 
at  which  a  physician  was  not  in  attendance  be  followed  up  by  nurses  of  the 
department  to  see  if  proper  care  is  being  given  mother  and  child ; 

That  infant  clinics  be  established  in  school  buildings,  particularly  during 
the  summer  months  when  schools  are  closed ; 

That  permits  be  required  of  all  homes  where  children  are  boarded  no 
matter  under  what  supervision  they  may  now  be  conducted.  (Permits  are 
not  now  required  of  those  homes  which  are  under  the  general  supervision  of 
the  Associated  Charities,  the  Hebrew  Board  of  Relief  and  the  Catholic 
Humane  Bureau,  these  organizations  having  the  sanction  of  the  state  board 
of  charities.) 

Tenement  House  Inspection 

That  health  supervision  of  sanitary  conditions  in  tenement  and  lodging 
houses  be  continued.  The  division  of  tenement  house  inspection  should,  how- 
ever, become  a  part  of  the  bureau  of  sanitation  and  communicable  diseases 
as  recommended  in  the  general  reorganization  plan ; 

City  Physician 

That  the  city  physician  be  placed  upon  full-time  service  without  salary 
increase  ($2,400  now  paid  for  part-time  service)  ; 


"Recommendations  Effective   Without   Change  of  Charter  33 

'That  the  office  of  city  physician  be  made  a  part  of  the  proposed  bureau 
of  medical  and  nursing  Bervice  so  that  co-ordination  of  medical  care  of  the 
indigenl  sick  with  the  district  nursing  service  of  the  health  depart  incut  may 
be  brought  about  ; 

Inspection  of  Indigents 

Thai  the  inspection  of  indigents  be  made  a  function  of  the  proposed 
bureau  of  medical  and  nursing  service  so  that  all  functions  having  to  do 
with  the  social  and  economic  welfare  of  indigents  may  be  co-ordinated  with 
the  medical  and  nursing  care  of  the  indigent  sick; 

Bureau  of  Laboratories 

That,  when  the  health  department  laboratory  is  removed  to  the  San  Fran- 
cisco Hospital,  provision  be  made  in  this  laboratory  for  the  examination  of 
all  supplies  purchased  by  the  city  to  see  that  such  supplies  come  up  to  con- 
tract specifications: 

Vital  Statistics 

That  steps  be  taken  to  improve  birth  reporting  by: 

Issuing  a  certificate  to  the  effect  that  birth  has  been  recorded  to 
the  parents  of  the  new-born  child  ;* 

Periodic  examination  of  the  baptismal  records  of  churches; 

Publicity  regarding  the  importance  of  birth  reporting ; 

Requiring  visiting  nurses  to  make  inquiry  as  to  births  in  the  homes 
which  they  visit; 

Sending  out  notices  regarding  birth  reporting  with  election  notices. 

Publicity 

That  a  division  of  publicity  and  education  be  created  in  the  office  of  the 
commissioner  of  health ; 

That  the  division  of  publicity  be  charged  with  the  collection  of  all  avail- 
able material  within  the  department  and  of  other  material  which  may  be 
obtained  through  inspectors  and  others  for  the  purpose  of  providing  health 
exhibits ; 

That  the  monthly  bulletin,  when  publication  is  again  begun,  be  conducted 
on  different  lines,  more  stress  being  laid  upon  information  which  is  of  interest 
and  value  to  the  general  public; 

That  annual  reports  be  more  promptly  prepared; 

That  medical  inspectors  and  other  employees  be  assigned  to  prepare  and 
deliver  lectures  on  health  subjects; 

That  wider  use  be  made  of  the  newspapers  for  health  publicity; 

San  Francisco  Hospital 

That  the  hospital  service  be  reorganized  along  functional  lines  so  that  it 
will  be  possible  to  fix  more  definitely  the  responsibility  for  certain  functions, 


♦Recommendation  already  adopted  by  the  board  of  health. 
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promote  economy  of  personal  service,  improve  management  and  establish  a 
proper  basis  for  cost  accounting; 

That  effort  be  made  through  the  co-operation  of  the  attending  medical 
staffs  representing  the  five  medical  colleges  of  the  city  to  secure  more 
uniform  records  of  the  treatment  of  patients  in  the  various  services  and  the 
standardization  of  treatment  as  far  as  practicable ; 

That  the  following  changes  be  made  in  the  appointment,  terms  of  service 
and  salaries  of  the  resident  medical  staff: 

Internes  to  be  appointed  for  eighteen  months  or  two  years'  service, 
instead  of  one  year  as  at  present; 

A  rotation  of  interne  service  so  that  not  all  internes  will  begin  serv- 
ice at  one  time  as  at  present,  but  will  begin  service  in  groups  at  three- 
or  four-month  intervals,  thus  lessening  the  confusion  which  exists  at 
the  beginning  of  each  fiscal  year  through  a  complete  change  of  the 
interne  staff; 

House  officers  to  be  appointed  from  the  interne  service  on  the 
basis  of  examination  and  record  of  efficiency  as  internes — the  termina- 
tion of  service  of  house  officers  being  so  arranged  as  to  coincide  with 
the  termination  of  the  service  of  internes ; 

Discontinuance  of  the  employment  of  a  resident  physician  at  $1,800 
a  year  in  tuberculosis  service,  the  resident  physician  in  charge  of  the 
general  service  being  given  complete  charge  of  all  services; 

The  appointment  of  an  assistant  resident  physician  at  an  initial 
salary  of  $900  to  be  detailed  to  tuberculosis  service ; 

The  initial  salary  of  future  resident  physicians  to  be  $1,500, 
increasing  annually  on  the  basis  of  efficient  service  to  $2,280  as 
follows:  $1,500,  $1,620,  $1,740,  $1,920,  $2,100,  $2,280; 

The  initial  salary  of  future  assistant  resident  physicians  to  be  $900, 
increasing  annually  to  $1,380  as  follows:  $900,  $1^020,  $1,140,  $1,260, 
$1,380 ; 

The  selection  of  the  resident  and  assistant  resident  physician  to  be 
made  from  the  house  officer  group  when  vacancy  arises ; 

That  the  following  changes  be  made  in  the  nursing  service  of  the  hos- 
pital : 

One  superintendent  of  nurses  to  be  in  complete  charge  of  all  nurs- 
ing service  of  the  hospital  instead  of  one  superintendent  at  $1,200  a 
year  of  nurses  for  general  hospital  service  and  one  superintendent  of 
nurses  for  tuberculosis  service  at  $1,080  a  year; 

The  superintendent  of  nurses  to  receive  an  initial  salary  of  $1,680, 
increasing  annually  to  $1,980  as  follows:    $1,680,  $1,800,  $1,980; 

The  reduction  of  the  number  of  pupil  nurses  and  the  increase  of 
trained  nurses  so  that  the  rates  of  trained  nurses  to  patients  will  be 
more  in  keeping  with  generally  accepted  standards  of  nursing  service ; 

That  an  out-patient  service  be  provided  at  the  hospital  for  the  treatment 
of  convalescent  patients  and  others  who  might  otherwise  require  treatment  in 
the  wards; 

That  provision  be  made  for  the  use  of  the  hydrotherapeutic  equipment 
of  the  hospital  which  is  now  entirely  unused ; 

That   a  psychopathic  ward  be   established   at  the  hospital  for  the   care, 
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treatment  and  observation  of  patients  suspected  of  insanity  who  are  now 
confined  in  cells  in  the  detention  hospital  without  proper  care,  treatment  or 
examination ; 

That,  in  place  of  the  two  chief  cooks  now  employed  at  $1,200  each,  one 
for  the  general  hospital  service  and  one  for  the  tuberculosis  service,  there 
be  hut  one  chief  cook  for  the  entire  hospital; 

That  the  records  of  property  taken  from  patients  be  made  in  duplicate  at 
one  writing,  the  original  to  be  delivered  to  the  patient,  the  copy  to  be  kept 
in  the  record  book; 

That  a  standard  hospital  drug  formulary  be  adopted  so  as  to  simplify 
the  prescribing  and  the  dispensing  of  drugs  and  to  reduce  the  cost  of  service 
by  preventing  the  ordering  by  physicians  of  unusual  or  costly  drugs ; 

That  water  meters  and  Watt  meters  be  provided  so  that  a  proper  deter- 
mination of  the  cost  of  water  and  electricity  used  in  the  hospital  can  be 
made; 

That  provision  be  made  for  more  extensive  use  of  the  roofs  of  the  hos- 
pital by  patients  and  employees; 

That  better  control  be  provided  of  articles  brought  into  the  hospital  by 
friends  and  relatives  of  patients,  all  packages  being  left  at  the  office  for 
examination  before  going  to  the  wards; 

That  cost  records  be  prepared  which  will  show  the  actual  per  patient  per 
day  cost  in  the  hospital ; 

Emergency  Hospitals 

That  the  emergency  hospital  service  be  made  a  part  of  the  San  Francisco 
Hospital  service  since  these  emergency  hospitals  are  in  fact  feeders  for  the 
larger  institution ; 

That  instead  of  twelve  surgeons  on  part  time  at  $1,320  a  year  each,  there 
be  four  surgeons  on  full  time,  one  for  each  hospital,  at  salaries  of  $1,800  a 
year  each,  these  surgeons  to  be  selected  on  the  basis  of  competitive  examina- 
tion from  among  the  house  officers  of  the  San  Francisco  Hospital ; 

That  internes  from  the  resident  staff  of  the  San  Francisco  Hospital  be 
detailed  in  rotation  to  the  emergency  hospital  service  as  may  be  required;* 

That  provision  be  made  for  the  promotion  of  trained  nurses  of  the  San 
Francisco  Hospital  service  to  the  emergency  hospital  service; 

That  definite  standards  of  ambulance  equipment  be  established  and  main- 
tained ; 

That  records  of  ambulance  calls  include  a  detailed  statement  by  the 
steward  of  the  circumstances  found  on  arrival; 

That  records  of  medical  care  in  the  emergency  hospitals  be  standardized 
for  all  hospitals  and  that  the  history  record  be  designed  to  cover  completely 
all  information  desired; 

That  the  storekeeping  records  and  accounting  procedure  be  made  uniform 


♦Recommendation  already  adopted  by  the  board  of  health. 
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with  that  of  other  institutions  of  the  department  so  that  costs  may  be  com- 
pared ; 

Isolation   Hospital 

That  the  tannery  now  located  adjacent  to  the  Isolation  Hospital  be  com- 
pelled to  eliminate  all  odors  or  remove  from  the  vicinity ; 

That  the  road  in  front  of  the  Isolation  Hospital  and  the  entrance  to  the 
hospital  be  paved  to  prevent  the  serious  dust  nuisance  which  ncra  exists: 

That  the  length  of  service  of  internes  from  the  San  Francisco  Hospital  in 
the  Isolation  Hospital  be  increased  from  fifteen  days  to  at  least  two  months. 
(This  is  only  possible  under  a  longer  term  of  service  for  internes  at  the  San 
Francisco  Hospital  as  recommended)  ; 

That  a  permanent  interne  at  a  salary  of  $600  a  year  be  appointed  in  the 
Isolation  Hospital; 

That  pupil  nurses  detailed  to  the  Isolation  Hospital  from  the  San  Fran- 
cisco Hospital  be  required  to  have  at  least  two  years'  training  before  receiv- 
ing such  assignments; 

That  there  be  a  rotation  of  pupil  nurses  from  the  San  Francisco  Hospital 
into  the  Isolation  Hospital  service  so  that  only  a  few  pupil  muses  will  come 
in  service  and  leave  service  at  a  time.  Under  the  presenl  plan,  all  of  the 
ten  to  twelve  pupil  nurses  come  on  duty  at  the  same  time  and  leave  at  the 
same  time,  thus  upsetting  the  service  every  two  months; 

That  a  matron  or  "house  mother"  be  appointed  at  the  Isolation  Hospital 
to  supervise  the  general  welfare  of  children ; 

That  there  be  a  "follow-up''  of  all  cases  discharged  from  the  Isolation 
Hospital  to  prevent  the  sequelae  common  among  children  who  have  been 
acutely  ill  with  contagious  disease.  This  could  be  done  by  district  nurses 
under  the  district  nursing  plan  previously  recommended ; 

That  a  dietitian  be  appointed  for  the  Isolation  Hospital  service; 

That  provision  be  made  for  a  more  satisfactory  system  of  indexing  and 
filing  case  histories ; 

That  all  buildings  of  more  than  one  story  in  which  patients  are  housed  be 
provided  with  proper  fire  escapes  and  that  regular  fire  drills  of  employees 
be  held; 

That  an  intertelephone  system  be  provided  throughout  the  hospital  for 
the  use  of  the  superintendent,  nurses  and  others ; 

That  improved  methods  of  handling  stores  be  adopted  in  accordance  with 
the  uniform  plan  recommended  for  all  institutions ; 

That  the  drug  department  of  the  San  Francisco  Hospital  handle  all  drugs 
required  for  use  in  the  Isolation  Hospital,  except  opiates  and  those  which 
may  be  required  for  emergency  needs ; 

That  steel  linen  lockers  be  provided  for  wards  so  as  to  prevent  soiling 
and  loss  of  linen  now  kept  on  open  shelves; 

That  a  sterilizer  be  provided  for  the  proper  cleansing  of  dishes  used  by 
patients  in  wards ; 
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That  cheap  desk  tables  be  provided  in  wards  for  the  use  of  nurses  in 
charge  in  writing  up  records  and  reports; 

Thai  improved  facilities  for  refrigeration  be  provided  in  the  two  con- 
tagious disease  wards  and  in  the  kitchen; 

That  the  painting  needed  at  the  Isolation  Hospital  be  performed  by  the 
inmate  painters  in  the  Relief  Home  and  that  the  painting  of  the  leper 
pavilion  be  done  by  the  Lepers  themselves,  who  should  be  paid  for  their  work; 

That  a  relief  ambulance  driver  be  provided; 

Relief  Home 

That  instead  of  two  part-time  resilient  physicians  at  salaries  of  $1,620 
each,  there  be  one  resident  physician  selected  from  the  resident  staff  of  the 
San  Francisco  Hospital  on  the  basis  of  competitive  examination  and  paid 
an  initial  salary  of  $1,500  a  year  with  maintenance.  Dependent  upon  his 
efficiency,  his  salary  should  be  increased  annually  as  follows:  $1,500,  $1,620, 
$1,740,  $1,920,  $2,100,  $2,280; 

That  additional  detention  rooms  be  provided  where  male  patients  may 
be  held  for  observation  and  treatment  prior  to  their  admission  to  the  gen- 
eral institutional  wards  or  quarters; 

That  one  additional  trained  nurse  be  appointed  for  the  care  of  mentally 
incompetent  women; 

That  a  standard  dietary  for  inmates  be  adopted  similar  to  that  which 
has  been  worked  out  for  the  San  Francisco  Hospital  by  Professor  Jaffa  of 
the  University  of  California;* 

That,  although  it  is  not  recommended  that  the  present  dormitories  be 
remodeled,  it  is  urged  that  any  new  dormitories  which  may  be  constructed 
be  built  upon  a  more  modern  plan  with  cubicles  instead  of  individual  rooms 
for  inmates ; 

That  an  additional  ward  be  provided  at  the  Relief  Home,  to  which  many 
of  the  chronic  invalids  at  the  San  Francisco  Hospital  may  be  transferred  so 
as  to  reduce  the  cost  of  their  care ; 

That  immediate  provision  be  made  for  the  installation  of  proper  fire 
escapes  on  all  Relief  Home  buildings  in  which  inmates  are  housed; 

That  a  regular  fire  company  be  organized  from  among  inmates  and 
employees  at  the  Relief  Home  and  that  regular  fire  drills  be  held; 

That  a  survey  of  the  agricultural  possibilities  at  the  Home  be  made  in 
co-operation  with  the  Farm  School  of  the  University  of  California,  including 
a  survey  of  dairy  operations,  hog  raising,  poultry  raising,  and  general  farm 
and  garden  development ; 

That  consideration  be  given  immediately  to  the  matter  of  purchasing 
additional  land  for  the  use  of  the  Relief  Home  since  the  rapid  increase  of 


*The  services  of  Professor  Jaffa  have  been  secured  by  the  board  of  health  in  accor- 
dance with  this  suggestion  and  such  a  standard  dietary  will  shortly  be  prepared  and  used 
for  all  institutions  of  the  department  of  health. 


38  San  Francisco 

land  values  in  this  vicinity  will  eventually  make  additions  to  land  imprac- 
ticable ; 

That  the  method  of  handling  stores  at  the  Relief  Home  be  made  uniform 
with  that  of  all  other  institutions; 

That  efforts  be  made  to  prevent  electioneering  among  the  425  voters  of 
the  Home,  because  of  the  necessity  for  preventing  the  entrance  of  politics 
into  the  management  and  operation  of  the  Home; 

That  records  of  the  care  and  treatment  of  inmates  be  made  uniform  as 
far  as  practicable  with  similar  records  in  other  institutions  of  the  depart- 
ment. 


DEPARTMENT  OF  PUBLIC  WORKS 

Organization 

It  is  recommended — 

That  the  present  bureau  of  streets  be  abolished ; 

That  a  bureau  of  water  be  established  looking  toward  the  time  when  th 
Hetch  Hetchy  supply  will  be  available  for  general  city  use ; 

That  the  maintenance  and  operation  of  the  high  pressure  system  be  trans 
fered  to  the  department  of  public  works  and  placed  within  the  jurisdiction  of 
the  proposed  bureau  of  water; 

That  the  bureau  of  architecture  and  bureau  of  building  repair  be  con- 
solidated ; 

That  there  be  established  a  bureau  of  sewers; 

That  all  the  work  of  fiscal  administration  be  placed  under  the  general 
direction  and  supervision  of  a  fiscal  deputy  commissioner  of  public  works ; 

That  all  work  of  engineering  administration  be  placed  under  the  executive 
direction  of  the  chief  engineer; 

That  there  be  established  a  central  repair  shop  and  municipal  garage ; 

That  the  jurisdiction  of  the  bureau  of  street  cleaning  be  enlarged  to 
include  the  collection  and  disposal  of  garbage; 

That  the  control  over  plumbing  installation  be  assigned  to  the  bureau  of 
building  inspection  of  the  department  of  public  works; 

That  the  financial  administration  of  the  municipal  railways  be  segregated 
from  the  engineering  administration; 

That  there  be  established  the  bureau  of  municipal  railway  revenues  and  a 
bureau  of  water  revenues; 

That  the  operation  of  the  municipal  auditorium  be  assigned  to  the  depart- 
ment of  public  works ; 

That  a  bureau  of  highways  be  organized  and  that  such  bureau  have  com- 
plete jurisdiction  over  the  care  and  construction  of  roads,  pavements  and 
sidewalks  and  the  operation  of  bridges ; 

That  any  change  in  organization  of  the  department  have  in  view  the  pos- 
sibility of  large  future  development  of  the  public  utilities  activities  of  the  city 
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Special  Topics 

It  is  recommended — 

That  the  practice  of  continuing  contracts  and  agreements  indefinitely  be 
abandoned  and  thai  all  contracts  be  let  for  definitely  determined  periods — 
preferably  for  one  fiscal  year; 

That  the  board  of  public  works  prepare  a  paving  program  for  construc- 
tion and  reconstruction  to  extend  over  a  period  of  three  to  five  years; 

That  a  central  repair  shop  be  organized  and  placed  under  the  jurisdiction 
of  the  department  of  public  works; 

That  a  municipal  garage  be  organized  and  placed  under  the  jurisdiction 
of  the  department  of  public  works; 

That  the  night  emergency  forces  be  consolidated  and  materially  reduced; 

That  the  number  of  night  watchmen  be  reduced  by  at  least  50  per  cent; 

That  the  watchmen  and  caretaking  expense  in  the  pipe  yard  be  reduced. 

Financial  Administration 

That  the  procedure  for  the  handling  of  "complaints"  be  revised; 

That  police  officers  be  used  more  effectively  on  public  works  inspections; 

That  a  revised  system  of  reports  and  a  manual  of  instructions  for  the  use 
of  police  officers  be  prepared; 

That  all  accounting  and  recording  work,  including  the  office  of  the  cashier, 
be  placed  under  the  general  direction  of  the  chief  fiscal  officer; 

That  the  form  of  appropriation  accounting  be  revised  and  the  appropria- 
tion accounts  centralized ; 

That  the  time-keeping  and  payroll  procedure  be  made  standard  for  the 
entire  department  and  that  the  daily  time  sheets  be  so  drawn  that  they  will 
permit  of  an  easy  audit  of  time  distributions  against  the  various  appropria- 
tion accounts ; 

That  the  active  co-operation  of  the  bureau  and  division  chiefs  be  sought 
by  those  in  charge  of  the  accounting  survey  and  installation; 

That  particular  attention  be  given  to  the  installation  of  revised  field  report- 
ing forms,  the  establishment  of  a  central  office  control,  and  the  installation  of 
cost  and  expense  records  which  will  provide  accurate,  live  information  upon 
which  the  administration  of  field  forces  can  be  predicated; 

That  vendors  be  permitted  to  swear  to  the  accuracy  of  their  accounts  in  the 
office  of  the  accounting  division  of  the  department  of  public  wroks ; 

That  the  duplication  of  the  present  system  of  time  keeping  be  abolished; 

That  the  number  of  copies  of  payrolls  made  out  be  decreased ; 

That  all  permits  be  issued  in  the  form  of  controlled  stationery,  graduated 
stub  permits,  etc. ; 

That  a  loose-leaf  system  of  field  inspection  forms  for  permit  inspections  be 
devised  in  order  to  facilitate  the  control  of  permit  operations  and  eliminate 
the  necessity  for  excessive  clerical  work  in  indexing  accounts ; 

That  the  storekeepers '  accounts  be  audited  currently ; 
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That  the  yard  organization  of  the  corporation  yard  be  centralized  and 
placed  under  the  supervision  of  the  storekeeper; 

That  the  office  of  the  cashier  be  consolidated  with  the  office  of  the  book- 
keeper; 

That  a  standard  budget  classification  be  adopted  in  order  to  facilitate 
comparisons  by  years,  by  objects  of  expenditure,  by  character  of  expense,  by 
functions. 

Bureau  of  Architecture 

It  is  recommended — 

That  the  bureau  of  architecture  be  consolidated  with  the  bureau  of  build- 
ing repair; 

That  for  all  buildings  of  continuing  design  the  bureau  of  architecture  be 
authorized  to  prepare  plans; 

That  for  such  work  a  cost  maximum  on  a  percentage  basis  be  determined 
before  the  work  is  undertaken ; 

That  for  carrying  on  this  work  the  personnel  of  the  bureau  of  architecture 
be  administered  on  a  "salaries  temporary"  basis; 

That  the  brick  inspectors  be  dropped  from  the  organization. 


Bureau  of  Sewer  Cleaning  Repair 


It  is  recommended — 

That  the  bureau  of  sewer  cleaning  repair  be  organized  into  a  bureau  of 
sewers  to  include  construction,  maintenance  and  cleaning  of  sewers  and  the 
the  construction  of  side  sewers ; 

That  the  overhead  cost  for  supervision  be  decreased ; 

That  the  cleaning  of  catch-basins  be  transferred  to  the  bureau  of  street 
cleaning  and  that  consideration  be  given  to  the  possibility  of  cleaning  catchj 
basins  other  than  by  hand ; 

That  teams  be  dropped  from  the  payroll  during  the  period  of  the  vacation 
of  employees ; 

That  a  preliminary  inspection  of  catch-basins  be  made  before  the  work  of 
cleaning  is  undertaken; 

That  flushing  gang  units  be  decreased  in  size. 

Bureau  of  Street  Cleaning- 
It  is  recommended — 
That   the  bureau  of  street   cleaning  be   organized    into   a   bureau   of   street 

cleaning  and  sanitation  to  include  the   supervision   of  garbage   collection   and 

disposal,  in  addition  to  its  present  functions; 

That  a  code  of  street  cleaning  ordinances  be  drafted  and  that  public  eJ 

operation  in  keeping  the  city  clean  be  solicited ; 

That  the  department   of   public   works    organize    an    annual    clean-up    cam 

paign ; 
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That  the  type  of  waste  cans  be  changed; 

That  a  manual  of  instructions  on  standard  street  cleaning  methods  be  pre- 
pared ; 

That  tlie  bureau  of  street  cleaning  be  provided  with  more  equipment; 

That  the  automobile  flusher  and  the  motor  broom  he  used  on  ;i1  least  two 
shifts  instead  of  one  : 

That  the  air-pressure  flashers,  if  used,  be  used  at  night  and  in  batteries; 

That  careful  attention  be  given  to  the  reduction  in  the  unit  cost  of  flushing; 

That  the  hand-cleaning  forces  be  organized  into  fewer  larger  gangs  in  order 
to  facilitate  supervision  and  to  permit  elasticity  in  assignment  of  teams  and 
routing; 

That  the  practice  of  paying  25  cents  and  30  cents  per  load  for  the  privilege 
of  dumping  be  stopped  and  that  special  efforts  be  made  to  secure  free  dumps 
and,  if  possible,  a  revenue  from  the  material  dumped; 

That  the  department  make  use  of  the  dumping  trestle  at  the  old  incinerator; 

That  all  street  cleaners  be  placed  in  uniform; 

That  wherever  possible  the  wages  be  graded  according  to  the  efficiency  of 
the  employees ; 

That  a  railway  car-flusher  machine  be  constructed  or  purchased  and  oper- 
ated over  the  lines  of  municipal  railway  and  over  part  of  the  lines  of  the 
municipal  railway  ; 

That  the  pick-up  brooms  be  used  to  support  the  work  of  the  side  stroke 
machine  broom  battery. 

Bureau  of  Building  Repair 

It  is  recommended — 

That  the  bureau  of  building  repair  be  merged  with  the  bureau  of  archi- 
tecture now  a  bureau  of  public  buildings  and  offices; 

That  the  administration  of  the  operation  of  the  municipal  auditorium  be 
placed  within  the  jurisdiction  of  this  proposed  bureau; 

That  the  method  of  administration  be  changed  so  that  contract  and  open 
market  order  repair  work  will  alternate  with  repair  work  by  departmental 
labor : 

That  the  amoimt  of  work  done  by  the  departmental  gangs  be  limited  by 
the  comparative  efficiency  and  economy  of  doing  the  same  work  by  contract ; 

That  the  system  of  time-keeping  and  cost  records  be  so  revised  that  it  will 
be  possible  to  determine  job  costs; 

That  for  all  principal  works  preliminary  estimates  of  cost  be  required  and 
that  on  a  predetermined  percentage  of  all  smaller  jobs  preliminary  estimates 
be  required; 

That  elevator  operators  be  uniformed ; 

That  a  study  be  made  of  the  operation  of  the  city's  power  plants  in  order 
to  determine  the  possibility  of  reducing  the  number  of  relief  foremen  and 
engineers. 
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Bureau  of  Street  Repairs 

It  is  recommended — 

That  the  bureau  of  street  repairs  be  organized  into  a  bureau  of  highways 
to  have  supervision  over  the  care  and  construction  of  streets  and  sidewalks  and 
the  maintenance  and  operation  of  bridges ; 

That  steps  be  taken  to  secure  more  efficiency  from  the  working  force; 

That  the  roving  asphalt  and  basalt  block  gangs  be  organized  into  larger 
gang  units; 

That  the  percentage  of  skilled  labor  in  asphalt  gangs  be  materially  reduced ; 

That  the  number  of  teams  employed  be  materially  reduced; 

That  the  purchase  of  additional  automobile  trucks  and  rollers  be  authorized ; 

That  the  position  of  team  boss  be  abolished; 

That  stone  block  filler  contracts  be.  abolished ; 

That  specifications  for  mix  at  the  asphalt  plant  be  revised  and  that  the 
possibility  of  the  blending  of  the  various  kinds  of  sands,  in  order  to  secure  a 
more  perfect  mixed  grading,  be  given  consideration ; 

That  specifications  for  asphaltic  concrete  be  authorized; 

That  the  entire  system  of  cost  and  expense  records  for  the  bureau  of  street 
repairs  be  completely  revised; 

That  a  system  of  loose-leaf  field  reporting  forms  and  proper  expense 
recapitulations  be  designed  and  installed  in  order  to  show  currently  the  costs 
of  carrying  on  the  work  in  such  a  way  that  comparisons  between  gang  organ- 
izations and  chronological  comparisons  w7ill  be  made  possible ; 

That  steps  be  taken  to  reduce  the  unit  cost  of  carrying  on  pavement  mainte- 
nance work  with  departmental  labor  and  that  unless  these  costs  can  be  mate- 
rially reduced,  that  the  pavement  maintenance  work  be  handled  by  contract ; 

That  the  pavement  and  sewer  work  of  the  department  be  programmed  Mif- 
ficiently  in  advance  so  that  comparatively  new  roads  and  pavements  will  not 
be  destroyed  by  sewer  operations  shortly  after  construction ; 

That  a  more  effective  control  over  repair  work  be  established  ; 

That  areas  be  marked  out  in  advance  of  gangs  and  that  gangs  be  ordered  to 
to  do  work  at  specific  locations  and  in  specific  quantity ; 

That  the  high  indirect  expense  be  materially  reduced  and  the  practice  of 
assigning  men  to  sinecures  in  the  yard  be  stopped. 

Bureau  of  Streets 

It  is  recommended — 

That  the  bureau  of  streets  be  abolished  and  the  subfunctional  activities 
now  within  the  jurisdiction  of  this  bureau  be  assigned  to  the  proposed 
bureaus  of  sewers,  highways  and  engineering; 

That  contractors  constructing  main  sewers  be  permitted  to  construct  side 
sewers  at  the  same  time; 

That  the  rules  and  regulations  for  controlling  restoration  of  pavement  cuts 
be  revised  and  more  strictly  enforced ; 
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Thai  the  fees  for  building  material  permits  be  increased  in  order  to  cover 
the  cost  of  inspection  and  the  increased  cost  of  street  cleaning; 

That  a  fee  be  charged  for  subsidewalk  space  privately  occupied; 

That  the  positions  of  street  inspector  be  filled  with  civil  service  employees. 

Bureau  of  Engineering 

It  is  recommended — 

That  the  jurisdiction  of  the  bureau  of  engineering  be  increased  and  that 
engineering  projects  carried  on  by  the  line  divisions  of  the  department  be 
supervised  by  this  bureau ; 

That  the  chief  engineer  be  placed  in  charge  of  all  of  the  technical  engineer- 
ing phases  of  the  work  of  the  department ; 

That  the  practice  of  mischarging  the  time  of  the  employees  against  bond 
fund  and  special  fund  balances  be  stopped ; 

That  the  auditor  currently  audit  the  time  distributions  shown  on  the  time 
sheets  of  the  various  employees ; 

That  the  specifications  for  pavement  construction  be  revised ; 

That  a  more  effective  control  over  pavement  contracts  be  established; 

That  a  manual  of  instruction  to  inspectors  and  to  contractors  be  issued ; 

That  inspectors  be  required  to  certify  daily  to  the  adequacy  of  the  work 
carried  on  under  their  supervision ; 

That  inspectors  engaged  on  contract  inspection  be  required  to  measure 
quantities  and  materials  used ; 

That  more  care  be  exercised  in  securing  good  concrete,  full  depth  of  founda- 
tion and  full  depth  of  pavement  surface ; 

That  whenever  the  required  number  of  property  owners  in  the  block  petition 
for  the  construction  of  a  pavement,  either  by  private  or  public  contract,  that 
the  pavement  for  the  entire  block  be  included  in  the  proceedings; 

That  more  time  of  the  chemist  be  devoted  to  the  supervision  of  municipal 
asx>halt  plant  until  a  better  mixture  is  being  secured ; 

That  the  chemical  laboratory  of  the  department  of  public  works  be  made 
available  for  the  entire  city ; 

That  a  study  be  made  of  the  problem  of  collection  of  garbage  and  house- 
hold waste  with  the  view  to  establishing  municipal  collection ; 

That  an  audit  be  made  of  the  accounts  at  the  old  incinerator  and  a  part  of 
the  profits  be  devoted  to  reducing  the  operating  nuisance. 

Bureau  of  Building  Inspection 

It  is  recommended — 

That  the  jurisdiction  of  the  bureau  of  building  inspections  be  increased  to 
include  the  electrical  installation  work  now  being  carried  on  by  the  department 
of  electricity  and  the  plumbing  inspection  work  now  under  the  jurisdiction  of 
the  department  of  health; 

That  the  system  of  permit  records  and  inspection  reports  now  in  use  in  the 
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department  of  electricity  be  applied  in  the  entire  permit  and  inspection  pro- 
cedure of  the  bureau  of  building  inspection ; 

That  building  material  permits  be  issued  in  the  office  of  this  bureau; 

That  general  building  inspectors  be  used  for  the  inspection  of  plumbing 
installation ; 

That  the  permits  issued  by  the  bureau  of  building  inspection  be  in  the  form 
of  placard  permits. 

HIGH  PRESSURE  SYSTEM 

It  is  recommended — 

That  the  maintenance  and  operation  of  the  high  pressure  system  be  trans- 
ferred to  the  department  of  public  works ; 

That  a  study  be  made  of  the  possibility  of  reducing  the  number  of  Spring 
Valley  hydrants  flow  pressure)  in  the  high  pressure  zone; 

That  the  uniformed  force  of  the  fire  department  be  used  for  the  operation 
inspections  of  hydrants  and  gates; 

That  the  two  auxiliary  pumping  stations  be  used  for  the  manufacture  of] 
current  for  use  by  municipal   railways  and  other  city  departments. 

PARKS  AND  PLAYGROUNDS 

It  is  recommended — 

That  the  supervision  of  the  construction  of  park  roads  and  boulevard 
pavements  be  placed  within  the  jurisdiction  of  the  board  of  public  works; 

That  the  park  water  works  be  placed  under  the  supervision  of  the  proposed 
bureau  of  water  of  the  department  of  public  works ; 

That  the  lump  appropriation  for  park  purposes  be  subdivided  into  quarterly 
and  monthly  administrative  allotments  by  the  park  board  ; 

That  the  expenditure  classification  be  revised  and  made  standard ; 

That  the  question  of  park  extension  in  the  southeastern  section  of  the  city  I 
be  given  careful  and  immediate  attention; 

That  a  more  comprehensive  annual  report  be  published; 

That  the  lines  of  administrative  authority  in  the  playground  commission  be! 
made  less  ambiguous; 

That  the  position  of  superintendent  be  changed  from  advisory  to  executive. 

CIVIL   SERVICE   COMMISSION 

It  is  recommended — 

That  the  civil  service  commission  take  up  actively  the  standardization  of 
salaries  and  grades; 

That  examinations  be  rated  in  duplicate; 

That  the  list  of  eligible  laborers  be  purged  of  incapacities  at  least  one* 
each  year  and  that  the  civil  service  commission  undertake  an  examination  oJ 
the  physical  conditions  of  all  laborers  now  on  the  city  payrolls; 
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That  tlir  practice  of  continuing  certification  of  temporary  appointments  in 
positions  falling  within  the  competitive  class  be  stopped; 

That  the  practice  of  certifying  but  one  man  as  eligible  for  appointment  to  a 
position  be  stopped  and  that  executives  be  given  the  right  of  selection  of  one 
employee  from  al  least  three  candidates. 


RECOMMENDATIONS  WHICH  TO  BE  MADE  EFFECTIVE  MAY 
REQUIRE  CHARTER  OR  STATUTORY  AMENDMENT 

The  Mayor  and  the  Board  of  Supervisors 

That  the  charter  be  amended  so  as  (1)  to  make  the  mayor  definitely 
responsible  for  exercising  administrative  leadership;  (2)  to  make  the  board 
of  supervisors  solely  a  legislative  and  reviewing  body,  which  shall  not 
exercise  any  administrative  functions;  and  (3)  to  make  both  the  mayor 
and  the  supervisors  readily  responsible  to  the  people. 

Assessor 

That  the  assessor  be  appointed  by  the  mayor  instead  of  being  elected 
by  popular  vote ; 

That  more  than  $100  exemption  be  allowed  on  household  goods; 

That  the  collection  of  unsecured  taxes  be  transferred  to  the  tax  col- 
lector's office. 

Tax  Collector 

That  the  tax  collector  be  appointed  by  the  mayor; 

That  the  inheritance  tax  and  redemptions  of  real  estate  be  collected  by 
this  office. 

Budget 

That  all  appropriation  and  revenue  estimates  be  submitted  to  the  mayor, 
who  shall  have  power  to  examine  and  revise  them  and  then  be  required  to 
submit  a  complete  budget  to  the  board  of  supervisors  and  to  defend  it  in 
person  on  the  floor  of  the  legislative  chamber. 

Purchasing  Methods 

That  the  charter  be  revised  so  as  to  permit  the  grouping  of  positions 
according  to  trade  classification; 

That  the  various  charter  provisions  which  relate  to  the  approval  of  claims 
be  revised  so  that  responsibility  for  the  integrity  thereof  will  be  centralized 
in  the  auditor  and  so  that  instead  of  the  payment  of  claims  being  delayed 
for  several  weeks,  as  described  in  this  report,  they  will  be  paid  sufficiently 
soon  to  permit  the  taking  of  cash  discounts. 
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Municipal  Debt 

That  authority  be  secured  for  making  temporary  loans  in  anticipatioi 
of  the  collection  of  taxes. 

Auditor 

That  examination  of  the  books  of  quasi-public  corporations  be  vested 
the  auditor  instead  of  in  the  finance  committee  of  the  board  of  supervisors; 

That  section  10  of  Article  III,  Chapter  I,  of  the  charter  be  revised 
that  the   auditor  at  the  time   of  signing   a   contract  need  not   require   the 
money  for  payment  thereof  actually  to  be  in  the  treasury  at  the  time,  but 
that  it  may  suffice  if  the  amount  of  the  contract  is  posted  on  his  books 
a  lien  against  the  bond  authorization  until  the  time  approaches  when  pa} 
ment  is  due  the  contractor  for  his  work. 

Treasurer 

That  the  collection  of  the  state  inheritance  tax  be  transferred  to  the 
tax  collector; 

That  the  restrictions  enumerated  in  this  report  which  tend  to  keep  dowi 
the  interest  rates  on  city  deposits  be  removed  and  the  procedure  revised  so 
that  a  higher  rate  may  be  obtained  from  the  various  depositories ; 

That  the  office  of  the  tax  collector  and  treasurer  be  consolidated. 

Recorder 

That  legislative  authority  be  secured  for  charging  a  mailing  fee  of  five 
cents,  and  that  all  documents  not  called  for  be  mailed  to  the  addresses  of 
the  owners. 

Registrar 

That  the  present  system  of  registration  be  completely  revised  along  the 
lines  indicated  in  this  report,  because  the  cost  thereof  as  compared  with 
other  cities  of  similar  size  is  very  excessive. 

Clerk  of  the  Board  of  Supervisors 

That  the  title  "County  Clerk"  be  changed  to  "Clerk  of  Courts",  and 
that  all  other  functions  of  the  county  clerk's  office  be  transferred  to  the 
office  of  the  clerk  of  the  board  of  supervisors,  and  that  the  latter  title  be 
also  changed. 

POLICE  DEPARTMENT 

That  the  police  department  be  made  a  bureau  of  the  proposed  depart- 
ment of  public  safety,  the  establishment  of  which  is  recommended  in  the 
report  on  the  survey  of  the  fire  department; 
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That  should  it  be  deemed  unwise  to  consolidate  the  police  and  fire  func- 
tions under  one  head,  the  police  hoard  be  abolished  and  the  department  be 
under  the  jurisdiction  of  a  police  commissioner,  and  that  full-time  service 
be  required; 

That  the  positions  of  secretary  and  stenographer  to  the  board  and  secre- 
tary to  the  pension  board  be  abolished  and  that  the  services  rendered  by 
these  three  employees  be  performed  by  the  attaches  of  the  office  of  the  chief 
thereby  effecting  an  annual  saving  of  $4,080; 

That  the  chief  of  police  be  appointed  only  as  the  result  of  a  competitive 
civil  service  examination  and  in  accordance  with  civil  service  rules  and  regu- 
lations; 

That  such  examination  be  not  confined  to  members  of  the  police  depart- 
ment; 

That  the  chief  of  police  be  permitted  to  continue  in  office  as  long  as  he 
remains  efficient  and  performs  his  duties  conscientiously  and  with  proper 
regard  for  the  law ; 

That  upon  removal  by  the  board  after  a  trial  upon  charges  the  chief  have 
the  right  to  secure  a  review  of  his  case  by  a  court  of  record ; 

That  the  chief  in  his  selection  of  the  captain  of  detectives  be  not  limited 
to  any  small  group  of  officers  but  that  he  have  the  entire  force  from  which 
to  make  his  selection,  thereby  securing  the  best  fitted  man  in  the  entire 
police  service  for  this  work ; 

That  provision  be  made  to  permit  the  appointment  of  a  civilian  chief  clerk 
and  property  clerk  and  that  the  uniformed  officers  now  holding  these  posi- 
tions be  remanded  to  police  service; 

That  the  rank  of  corporal  be  abolished  and  that  the  present  incumbents 
of  these  positions  be  promoted  to  the  rank  of  sergeant ; 

That  because  the  number  of  supervising  officers  is  in  excess  of  the  needs 
of  the  department,  no  additional  appointments  be  made  or  vacancies  filled 
until  the  total  number  of  sergeants,  including  the  corporals  promoted  to 
this  rank,  is  reduced  to  100 — thus  providing  an  annual  saving  to  the  city  of 
$35,640 ; 

That  the  police  commission  be  empowered  within  its  discretion  to  sus- 
pend sentence  upon  policemen  convicted  for  infractions  of  the  rules — their 
power  to  include  the  right  to  impose  upon  the  policeman  whose  sentence  has 
been  suspended  such  punishment  as  they  would  have  originally  imposed  upon 
subsequent  violation  of  the  rules  by  this  policeman ; 

That  the  section  of  the  charter  requiring  five  years'  residence  in  the  city 
prior  to  appointment  to  the  police  service  be  repealed; 

That  a  surgical  division  for  the  departments  of  police  and  fire  be  organ- 
ized and  that  a  physician  be  retained  who  will  be  required  to  devote  his 
entire  time  to  the  work,  and  that  he  be  paid  a  salary  commensurate  with  the 
service ; 

That  the  procedure  recommended  for  the  conduct  of  this  division 
described  in  the  report  on  the  survey  of  the  fire  department  be  adopted ; 
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That  policemen  be  allowed  full  pay  during  absence  upon  sick  leave  when 
their  illness  is'  the  direct  result  of  injury  received  in  the  performance  of 
duty,  and  half  pay  in  all  other  cases  of  absence  due  to  illness; 

That  the  policemen  detailed  to  the  city  prison  be  replaced  by  civilian 
employees  and  a  saving  of  $8,364  a  year  thereby  effected ; 

That  in  the  interest  of  efficient  police  service  and  as  a  means  of  furnish- 
ing ample  protection  to  the  citizens  of  San  Francisco,  the  chief  of  police  be 
permitted  to  require  every  member  of  the  force  to  serve  on  definite  hours 
of  reserve  duty; 

That  all  special  officers  be  known  as  "special  patrolmen"'  instead  of 
"patrol  specials"  and  "special  officers"; 

That  all  applicants  for  appointment  as  special  patrolmen  be  required  to 
furnish  a  penal  bond  in  a  sum  not  less  than  $2,000; 

That  the  section  of  the  charter  relating  to  the  salary  of  detectives  and 
fixing  the  maximum  number  to  be  selected  be  repealed; 

That  the  office  of  property  clerk  be  relieved  of  all  clerical  functions  now- 
performed  by  this  division  except  the  maintenance  of  such  records  as  are 
necessary  in  connection  with  the  handling,  storing  and  delivery  of  property 
and  that  all  of  the  clerical  functions  now  performed  by  this  division  be 
transferred  to  the  central  record  and  filing  division. 

FIRE    DEPARTMENT 

Department  of  Public  Safety 

That  a  department  of  public  safety  be  established  to  comprise  a  bureau 
of  fire,  a  bureau  of  police,  and  a  bureau  of  electricity; 

That  this  department  be  under  the  supervision  of  a  director  or  commis- 
sioner of  public  safety; 

That  the  commissioner  or  director  of  this  department  be  appointed  by 
the  mayor  or  central  executive  and  held  responsible  to  him  ; 

That  in  the  event  of  the  establishment  of  a  department  of  safety  being 
deemed  unwise,  the  fire  board  be  abolished  and  the  department  placed  under 
the  supervision  and  control  of  one  fire  commissioner  who  shall  be  required  to 
devote  his  entire  time  to  the  management  of  this  service; 

That  the  position  of  chief  engineer  of  the  fire  department  be  placed  in 
the  competitive  civil  service  class  and  appointment  made  only  as  the  result 
of  a  competitive  civil  service  examination ; 

That  in  order  to  protect  the  chief  against  arbitrary  removal  for  political 
purposes,  the  charter  provide  that  the  chief  of  the  department  shall  have 
the  right  of  appeal  from  the  decision  of  the  board  to  a  court  of  record  where 
proper,  impartial,  and  judicial  review  of  his  trial  and  dismissal  may  be  had 

That  the  chief  be  empowered  to  make  all  transfers,  assignments  and 
details,  subject  to  the  approval  of  the  commission  or  administrative  head, 
whatever  his  title  may  be ; 

That  the  age  requirements  be  changed  so  as  to  make  the  minimum   age 
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for  appointment   twenty-one,  and  the  maximum  thirty  years  a1   the  time  of 

final   appoint  imnt  ; 

That  in  order  to  attract  the  best  type  of  men  for  fire  service,  regardless 
ot'  previous  residence,  the  section  of  the  charter  requiring  five  years'  resi- 
dence in  the  city  before  appointment  be  repealed; 

That  the  regulations  as  to  heighl  and  weighl  be  made  uniform  in  all 
grades ; 

That  the  surgeon  be  required  to  make  a  definite  recommendation  as  to 
whether  or  not  the  probationary  firemen  should  receive  final  appointment 
in  view  of  their  physical  condition; 

That  the  administrative  head  be  authorized  by  law  to  suspend  sentences, 
and  to  impose  the  suspended  sentence  upon  receipt  of  subsequent  complaint 
without  the  necessity  of  a  trial  in  the  ease  of  delinquent  firemen; 

That  a  surgical  division  for  the  departments  of  police  and  lire  be  organ- 
ized and  that  a  physician  be  retained  who  shall  be  required  to  devote  his 
entire  time  to  tins  work  and  who  shall  be  paid  a  salary  commensurate  with 
the  services; 

That  the  duties  of  the  surgeon  include  not  only  medical  aid  to  the  mem- 
bers of  the  department,  but  likewise  the  inspection  of  the  sanitary  condi- 
tions in  tire  and  police  stations  and  lectures  to  the  members  of  both  forces 
upon  hygienic  practices  and  first-aid  to  the  injured; 

That  firemen  be  paid  full  pay  during  absence  on  sick  leave  only  when 
their  illness  is  a  direct  result  of  an  injury  received  in  the  performance  of 
duty,  and  that  tiny  be  paid  only  half  pay  during  absence  on  sick  leave  due 
to  ordinary  causes;  that  no  pay  be  allowed  if  the  illness  is  contracted  as  a 
result   of  carelessness  or  improper  conduct ; 

That  the  section  of  the  charter  which  fixes  the  maximum  number  of  men 
to  be  assigned  to  the  various  companies  be  repealed,  and  that  the  plan  of 
organization  and  distribution  of  the  force  be  left  wholly  within  the  discre- 
tion of  the  administrative  heads  of  the  fire  department  and  the  chief; 

That  a  fire  prevention  commission  to  consist  of  the  commissioner  of  public 
safety,  the  board  of  fire  commissioners,  the  chief  inspector  of  buildings,  the 
chief  of  the  fire  department,  and  two  citizens  appointed  by  the  mayor, 
serving  without  pay,  be  established  by  law.  That  the  chief  of  the  fire 
department  be  the  executive  officer  of  this  commission; 

That  the  commission  be  empowered  to  make  rules  and  regulations  and 
issue  orders  which  shall  have  the  effect  of  law; 

That  this  commission  be  given  the  same  powers  as  are  given  to  the  fire 
commissioner  of  the  City  of  New  York ; 

That  all  permits  for  the  manufacture,  storage,  sale  or  transportation  of 
explosives  or  inflammables  be  issued  through  the  fire  department  and  not 
by  the  supervisors  as  at  present; 

That  the  position  of  fire  marshal  be  abolished  and  that  the  functions  now 
exercised  by  the  fire  marshal  be  made  a  part  of  the  duties  of  the  fire  depart- 
ment ; 
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That  fire  insurance  companies  be  required  by  law  to  record  all  losses 
paid  by  them ; 

That  fire  insurance  companies  be  prohibited  from  paying  claims  until 
the  fire  department  has  certified  that  the  fire  was  not  the  result  of  malicious 
practices  or  gross  carelessness; 

That  the  owner  or  lessee  of  the  apartment  or  premise  in  which  the  fire 
occurs  be  required  to  report  on  it  to  the  fire  department  within  twenty-four 
hours  thereafter; 

That  the  position  of  clerk  of  the  commissary  of  the  fire  department  be 
abolished. 

POLICE  COURT 

That  the  judges  of  the  police  court  be  appointed  by  the  mayor  for  a  term 
of  not  less  than  ten  years; 

That  the  police  court  be  organized  into  various  departments  or  terms  so  as 
to  provide  terms  for  the  hearing  of  misdemeanor  cases,  terms  for  the  hearing 
of  felony  cases  and  terms  for  the  hearing  of  cases  involving  violations  of 
corporation  ordinances,  the  latter  to  be  called  the  "municipal  term"; 

That  the  judges  be  assigned  by  the  presiding  justices  to  sit  in  the  various 
terms  in  rotation; 

That  the  municipal  term  be  in  session  only  on  a  certain  day  of  the  week, 
and  that  all  warrants  or  summonses  be  made  returnable  upon  these  days; 

That  the  session  of  the  police  court  be  made  from  8  :30  a.  m.  to  4  :30  p.  m. ; 

That  the  charter  provide  for  the  appointment  of  but  three  instead  of  four 
judges ; 

That  in  all  cases  in  which  women  are  defendants,  provision  be  made  for 
conducting  hearings  separate  and  apart  from  those  in  which  the  defendants 
are  men; 

That  one  of  the  judges  hold  a  special  session  each  morning  in  the  woman's 
division  of  the  city  prison,  and  that  no  male  spectators  be  permitted  except 
counsel,  witnesses,  police  officers  and  representatives  of  the  press ; 

That  a  legislative  investigation  of  the  police  courts  be  made  to  determine 
the  causes  of  the  excessive  number  of  discharges  and  dismissals  in  the  police 
courts. 

COUNTY  JAIL 

That  all  persons  committed  to  the  county  jail  be  given  an  indeterminate 
sentence  and  that  the  term  of  imprisonment  be  dependent  upon  the  decision 
of  the  correctional  authorities,  based  upon  a  study  of  the  history  in  each  case; 

That  provision  be  made  for  the  commitment  to  an  inebriety  farm  of 
habitual  drunkards  or  persons  addicted  to  the  use  of  drugs. 

SEALER  OF  WEIGHTS  AND  MEASURES 

That  the  positions  of  sealer  of  weights  and  measures  and  assistant  sealers 
be  placed  in  the  competitive  civil  service  class  and  that  appointments  to  thesd 
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positions  be  made  only  as  the  result  of  competitive  civil  service  examination; 

That  the  civil  service  requirements  include  a  physical  examination  as  well 
M  a  mental  test ; 

That  the  title  of  the  administrative  head  be  changed  to  "chief  inspector 
of  weights  and  measures",  and  that  the  assistants  be  titled  "inspectors  of 
weights  and  measures"; 

That  in  all  of  the  weights  and  measures  laws  and  ordinances  the  term 
"seal"  be  omitted,  since  the  use  of  this  word  in  connection  with  the  inspection 
of  weights  and  measures  is  generally  misunderstood  and  frequently  leads 
to  fraud ; 

That  a  law  be  adopted  to  provide  for  the  serialization  of  weighing  and 
measuring  devices  which  should  require  that  weighing  and  measuring  devices 
be  approved  as  to  type  and  construction  before  their  manufacture  or  sale  will 
be  permitted  within  the  state. 

DISTRICT  ATTORNEY 

That  the  district  attorney  and  his  assistants  be  prohibited  by  law  from 
engaging  in  private  practice ; 

That  the  salary  of  the  district  attorney  be  increased  to  $7,000  a  year,  and 
that  the  salaries  of  the  four  assistants  serving  in  the  superior  courts  be  in- 
creased to  $5,000  a  year; 

That  the  salaries  of  the  junior  assistants  serving  in  the  police  courts  and 
as  assistants  to  the  seniors  be  reduced  to  $2,000  a  year; 

That  the  district  attorney  seek  the  adoption  of  a  statute  providing  for 
the  issuance  of  summonses  by  police  court  judges,  and,  in  this  connection, 
the  summons  statute  in  the  City  of  New  York  is  recommended  for  consider- 
ation. 

DEPARTMENT  OF  HEALTH 

General  Administration 

That  the  board  of  health  be  abolished  and  administrative  control  be  vested 
in  the  present  health  officer,  who  should  be  designated  as  the  commissioner 
of  health ; 

That  all  employees  of  the  department,  including  physicians  now  exempt, 
be  placed  under  civil  service. 

Bureau  of  Sanitation 

That  the  vaccination  law  be  amended  so  as  to  require  vaccination  of  all 
children  entering  school  regardless  of  the  "conscientious  opposition"  of 
parents. 

Burial  of  Indigent  Dead 

That  provision  be  made  for  the  cremation  of  all  pauper  dead  of  the  city 
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and  county  by  the  construction  of  a  crematorium  on  the  grounds  of  the  San 
Francisco  Hospital  or  the  Relief  Home. 

THE  CORONER'S  OFFICE 

That  the  office  of  coroner  be  abolished  as  unnecessarily  costly  and  pre- 
senting too  many  opportunities  for  abuse ; 

That  in  place  of  the  office  of  coroner,  the  office  of  medical  examiner  be 
created,  and  attached  to  the  office  of  the  district  attorney; 

That  the  head  of  the  office  of  medical  examiner  be  appointed  by  the  mayor 
from  a  list  (civil  service)  of  competent  trained  physicians  and  pathologists; 

That  the  functions  of  the  medical  examiner  shall  be  only  to  determine 
physical  cause  of  death  and  to  report  thereon  to  the  district  attorney ; 

That  the  assistants  necessary  in  the  office  of  medical  examiner  be  appointed 
from  civil  service  lists  on  the  basis  of  competitive  examination,  such  assistants 
to  be: 

Secretary,   at    $1,500 

Toxicologist,  at    1,200 

Stenographer,   at    1,200 

Morgue  tender,   at    1,080 

Matrons,  2,  at  $900   1,800 

DEPARTMENT  OF  PUBLIC  WORKS 

It  is  recommended — 

That  the  board  of  public  works  be  abolished  and  there  be  substituted  there- 
for one  paid  commissioner ; 

That  the  provision  limiting  monthly  expenditures  to  one-twelfth  of  the 
total  yearly  appropriation  be  repealed ; 

That  the  charter  be  amended  so  that  it  will  be  possible  to  include  in  the 
pavement  contracts  clauses  guaranteeing  the  work  against  failure  due  to 
inferior  materials  or  faulty  workmanship  during  a  period  of  test  of  from 
three  to  five  years; 

That  the  provision  requiring  the  signature  of  two  members  of  the  board 
and  secretary  on  every  demand  be  repealed ; 

That  the  present  inequitable  and  unjust  method  of  apportioning  the  cost  of 
local  improvement  assessments  be  abandoned; 

That  a  commission  be  appointed  for  the  drafting  of  a  new  local  improve- 
ment code; 

That  the  administrative  procedure  involved  in  local  improvement  proceed- 
ings be  eliminated  from  the  charter; 

That  a  code  of  local  improvement  ordinances  be  authorized; 

That  the  area  zone  method  of  apportioning  cost  of  local  improvement  . 
ments  be  substituted  for  the  frontage  method ; 
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DEPARTMENT  OF  ELECTRICITY 

That    tlk'   department  of  eleetrieity    be   abolished; 

That  the  electrical  inspection  work  be  transferred  to  the  bureau  of  build- 
ing inspection ; 

That  the  fire-alarm  and  police  telegraph  operation  be  transferred  to  the 
tin   department; 

CIVIL  SERVICE  COMMISSION 

That  the  provision  giving  to  the  civil  service  commission  the  right  to  re- 
view dismissal  proceedings  be  revised ; 

That  any  right  to  review  dismissal  proceedings  be  not  limited  to  review  of 
such  cases  where  the  dismissal  is  alleged  to  have  been  made  on  account  of 
political  or  religious  prejudices; 

That  the  provisions  of  the  charter  specifying  maximum  and  minimum  sal- 
aries be  repealed  and  the  minimum  wage  provision  made  to  apply  to  able- 
bodied  labor; 

That  provision  requiring  the  board  of  public  works  to  give  preference  to 
hand  labor  in  determining  street  cleaning  methods  be  repealed ; 

PARKS  AND  PLAYGROUNDS 

That  the  playgrounds  in  Golden  Gate  Park  and  Mission  Park  be  placed 
under  the  supervision  of  the  playground  commission. 


THE  MAYOR 

AND  THE 

BOARD  OF  SUPERVISORS 


Any  report  on  the  offices  of  the  mayor  and  the  supervisors  must  neces- 
sarily be  largely  a  report  on  San  Francisco's  form  of  government,  because 
the  mayor  and  his  appointees  constitute  the  executive  branch  of  the  govern- 
ment, and  the  board  of  supervisors  constitutes  the  legislative  branch.  It  is 
the  form  of  government  commonly  referred  to  as  the  "mayor  and  council 
type".  A  responsible  and  efficient  government  may  be  had  under  this  type, 
but  the  accomplishment  of  such  end  is  made  very  difficult,  in  fact,  prac- 
tically impossible  in  San  Francisco,  so  long  as  the  city  shall  retain  certain 
of  its  present  charter  provisions. 

A  charter  of  the  "mayor  and  council  type",  which  is  best  adapted  to 
give  responsible  and  efficient  government,  is  one  in  which  provision  is 
made  for — 

1 — A  chief  executive,  who  may  be  looked  to  by  the  people  and  their  repre- 
sentatives for  leadership  in  the  preparation  and  submission  of  plans 
for  approval,  and  with  ample  power  to  execute  plans  after  they  have 
been  approved; 

2 — A  council  of  representatives  of  the  people  who  have  no  responsibility  for 
leadership  but  who  may  be  looked  to  by  the  people  to  carefully 
scrutinize  every  plan  or  proposal  submitted  by  the  executive  before 
approving  or  disapproving  it,  and  who,  through  inquiries,  will  hold 
the  executive  to  a  strict  account  for  the  manner  in  which  the  business 
authorized  is  carried  on; 

3 — A  procedure  whereby  both  the  executive  and  the  council  may  be  made 
responsive  and  responsible  to  the  electorate. 

Just  a  word  about  this  assumed  standard  for  judging  the  present  charter 
before  applying  it.  Any  charter  which  is  adapted  to  the  successful  man- 
agement of  a  corporate  enterprise,  whether  public  or  private,  must  contain 
provision  for  responsible  leadership.  Without  leadership  community  plans 
cannot  be  consistently  and  intelligently  developed.  Leadership,  however, 
which  is  not  responsive  and  responsible  to  those  who  are  to  benefit  from 
the  enterprise  is  dangerous.  The  only  leadership  which  can  be  made  effective 
is  executive  leadership.    The  executive  is  the  one  who  is  handling  the  details 
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of  the  city's  business;  he  is  the  one  in  every-day  contact  with  the  needs  of 
the  people;  he  is  the  one  who  knows  the  practical  requirements  of  the 
service.  If  he  is  not  capable  of  preparing' plans,  he  is  not  the  one  to  be 
given  direction  and  control  over  their  execution.  No  successfully  managed 
organization  which  has  an  executive,  as  distinguished  from  its  board  of 
trustees  or  council  of  representatives,  places  on  the  members  of  the  board 
responsibility  for  preparing  and  submitting  plans.  This  is  essentially  an 
executive  function.  Even  under  a  commission  form  of  management  the 
board  relies  on  the  individual  members  as  executives,  or  it  employs  a  man- 
ager to  prepare  the  plans  to  be  acted  on  by  them  as  a  body  in  their  repre- 
sentative capacity. 

San  Francisco's  charter  provides  for  an  organization  which  includes  a 
chief  executive  and  a  representative  council,  but  it  fails  to  give  to  the  chief 
executive  sufficient  direct  control  over  the  heads  of  departments — control 
over  the  personnel  of  administration.  It  fails  also  to  establish  such  relations 
between  the  executive  and  the  board  of  supervisors  as  would  make  the 
executive  a  responsible  leader  and,  in  failing  to  make  the  executive  respon- 
sible for  planning,  it  fails  to  provide  for  efficient  management.  It  does  not 
provide  either  for  independent  review  of  plans  submitted  or  for  holding 
the  executive  to  account  for  efficient  and  economic  administration.  Although 
it  provides  for  recall,  this  extends  only  to  the  official  rather  than  to  policies; 
the  procedure  is  insufficient  for  making  the  executive  and  the  council  both 
responsive  and  responsible  to  the  electorate. 

Defects  in  Provision  for  a  Responsible  Executive 

Assuming  that  it  is  desired  to  have  a  chief  executive  who  may  be  looked 
to  by  the  people  of  San  Francisco  and  their  representatives  for  Leadership 
in  the  preparation  and  submission  of  plans  lor  approval,  and  in  the  execu- 
tion of  plans  after  they  have  been  approved,  the  present  charter  is  defective 
in  the  following  particulars : 

First :  Throughout  the  entire  charter  the  board  of  supervisors  is  given 
authority  for  planning.  Even  the  preparation  of  the  annual  budget  is  vested 
in  the  supervisors.  This  means  that  not  only  the  matter  of  appropriations, 
but  also  to  a  great  extent  the  city's  entire  work  program  each  year,  is  in 
effect  prepared  by  the  legislative  instead  of  the  executive  branch.  Obviously, 
under  such  a  procedure,  the  board  of  supervisors  can  be  neither  critical  of 
the  plans  advanced  nor  hold  the  executive  responsible  for  results.  Both 
responsibility  and  efficiency  would  require  that  all  the  provisions  of  a  com- 
plete budget  be  carefully  worked  out  and  submitted  by  the  mayor  to  the 
board  of  supervisors  for  review,  and  that  then  the  mayor  be  required  to 
convince  a  majority  of  the  board  that  these  are  plans  which  should  be 
approved  by  them  before  any  authority  is  given  either  to  spend  public 
money  or  to  execute  the  proposals  submitted. 

Second :  The  charter  fails  to  make  it  the  duty  of  the  mayor  to  present 
for  the   consideration   of   the    supervisors   measures   which   in   his   judgment 
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aiv  accessary  or  desirable  to  improve  the  administration  of  the  public  busi- 
ness or  to  provide  the  funds  Eor  carrying  it  on.  This  is  the  only  normal 
and  effective  way  of  getting  plans  before  the  board,  but,  instead  of  there 
being  such  a  requirement  in  the  charter,  the  mayor  is  made  the  presiding 
officer  of  the  meetings  of  the  board  of  supervisors. 

Third:  The  mayor  is  given  appointive  power  over  most  of  the  admin- 
istrative departments,  but,  unfortunately,  cumbersome  boards  are  interjected 
between  the  mayor  and  the  chief  executive  officer  at  the  head  of  each  of 
the  larger  departments.  This  provision  for  administrative  hoards  is  unsound 
from  every  point  of  view,  [irrespective  of  the  excellent  character  and  in- 
tegrity of  the  individual  members  of  a  board  and  irrespective  of  the  value 
of  their  business  judgmenl  and  the  fact  that  they  may  have  been  individ- 
ually successful  in  life,  a  hoard  cannot,  in  the  very  nature  of  things,  ad- 
minister a  depart  men!  efficiently.  This  has  been  demonstrated  again  and 
again  throughout  the  cities  of  the  United  States,  and  that  it  holds  equally 
true  in  San  Francisco  should  he  obvious  after  reading  those  chapters  of 
this  report  which  relate  to  departments  under  board  supervision. 

It  is  true  that  the  membership  of  these  boards  is  appointive  by  the 
mayor,  hut  the  terms  are  overlapping  and,  hence,  it  may  be  frequently  im- 
possible for  a  mayor  to  obtain  control  over  a  board  until  toward  the  end 
of  his  administration.  For  example,  even  though  the  present  mayor  is  now 
serving  his  second  term,  at  the  time  of  the  survey  there  is  at  least  one  im- 
portant board  which  contains  two  members  appointed  by  a  former  mayor. 
Moreover,  the  existence  of  administrative  boards  between  the  mayor  and 
his  department  heads  is  not  conducive  to  that  direct  contact  and  conference 
in  planning  and  in  executing  plans  which  must  necessarily  be  had  if  a 
mayor  is  to  produce  the  results  desired  of  him. 

In  connection  with  executive  supervision,  it  is  to  be  noted  that,  instead 
of  being  separately  elective  and  thereby  independent  offices,  the  recorder, 
coroner,  assessor,  tax  collector,  treasurer,  superintendent  of  schools,  city 
attorney,  county  clerk,  public  administrator,  police  judges,  and  justices  of 
the  peace  should  be  appointed  by  the  mayor.  They  involve  no  matters  of 
public  policy  which  need  to  be  decided  by  the  electorate,  but  relate  only  to 
matters  of  current  routine  concerning  which  executive  judgment  can  exer- 
cise a  better  regulation  than  the  electorate. 

Fourth :  In  its  grantive  powers  the  charter  vests  in  the  board  of  super- 
visors instead  of  in  the  mayor  much  of  the  initiative  relative  to  planning. 
Perhaps  two  or  three  recent  amendments  (which  it  should  be  noted  in  pass- 
ing wTere  approved  by  popular  vote  of  the  people)  will  be  sufficiently  illus- 
trative. 

Sections  39,  40  and  41,  respectively,  of  Article  II,  Chapter  II,  give  the 
board  power  as  follows: 

"To  prescribe  the  forms  in  which  demands  against  the  treasury 
shall  be  made  and  presented,  and  the  forms  in  which  warrants  shall 
be  drawn  by  the  auditor  and  delivered  for  the  payment  thereof. 
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"To  prescribe  a  uniform  system  of  accounting  for  the  various 
offices  and  departments. 

"To  prescribe  forms,  methods  and  facilities  for  keeping  the  records, 
documents  and  files  in  any  office  or  department  of  the  city  and  county, 
unless  otherwise  provided  by  general  laws." 

Through  its  various  committees  the  board  of  supervisors  has  in  effect 
also  taken  over  administrative  functions  not  originally  contemplated  in  the 
charter. 

Defects  in  Provisions  for  an  Independent  Council  as  a  Means  of  Regulation 

In  the  first  place,  it  would  be  somewhat  difficult  for  the  board  of  super- 
visors to  act  as  an  independent  agency  of  regulation  over  the  mayor  when 
the  mayor  himself  is  the  presiding  officer  over  the  board. 

The  fact  that  the  board  cannot  act  in  a  regulative  capacity  over  the 
annual  budget  because  the  board  itself  makes  the  budget  has  already  been 
adverted  to.  In  addition  to  such  inability  to  act  independently  on  what  is 
the  most  important  administrative  measure  of  the  year,  it  is  impossible  for 
the  board  to  pass  independent  judgment  on  the  efficiency  of  the  city's  pur- 
chasing methods,  because  the  board  itself  makes  practically  all  of  the  pur- 
chases. In  fact,  the  charter  requires  that  all  contracts  must  be  made  by  the 
board  of  supervisors. 

Similarly,  with  respect  to  the  other  administrative  functions  which 
through  ordinance  and  practice  the  board  has  assumed,  it  is  also  unable  to 
judge  independently  because  such  action  would  be  passing  judgment  on  its 
own  acts. 

Failure  to  Provide  a  Procedure  Whereby  Both  Executive  and  Council  Can  Be 
Made  Responsive  and  Responsible  to  the  Electorate 

In  providing  for  the  recall  of  the  elected  officers,  the  need  for  a  control 
or  check  in  the  hands  of  the  people  is  recognized.  However,  leadership  by 
the  mayor  can  be  of  but  limited  use  until  he  be  afforded  a  means  of  pro- 
tecting his  responsibility,  a  means  whereby  as  chief  executive  he  will  always 
have  a  majority  of  the  people  supporting  him  in  his  policies.  In  this  the 
present  charter  again  falls  short. 

It  is  the  experience  of  city  government  throughout  the  country  that  a 
majority  in  a  city  council  frequently  becomes  opposed  to  the  mayor  and  his 
policies.  Not  only  is  such  a  condition  a  hindrance,  but  in  the  face  of  such 
opposition  it  is  often  impossible,  because  of  a  deadlock,  for  the  mayor  to 
get  the  results  which  he  believes  to  be  for  the  good  of  the  community  and 
to  the  attainment  of  which  he  may  have  pledged  himself  before  the  people. 
In  such  a  situation  the  mayor  should  be  able  to  submit  his  case  to  the 
people  at  a  special  election  and,  according  to  whether  the  people  voted  an 
approval  or  disapproval  of  his  policies,  the  members  of  council  who  opposed 
him  would  step  out  and  new  members  who  were  in  harmony  with  him  would 
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take  their  places,  or  the  mayor  would  step  out  and  a  new  mayor,  whose 
Sympathies  were  with  the  opposition  element  in  council,  would  take  his  place. 
Thus,  the  character  and  policies  of  the  city's  government  would  be  kept  in 
conformity  with  the  desires  of  a  majority  of  the  city's  electorate;  the  ma- 
jority would  always  govern,  as  properly  it  should. 

In  vesting  the  mayor's  office  with  power  to  "go  to  the  people",  a  similar 
privilege  should,  of  course,  be  granted  the  council,  so  that  in  event  that 
body  felt  that  it  was  being  unduly  opposed  by  the  mayor,  the  desires  of 
the  city's  electorate  could  be  made  known  even  though  the  mayor  refused 
to  call  an  election.  To  prevent  possible  abuse  by  either  the  mayor  or  council 
in  thus  calling  special  elections,  the  charter  should  specify  that  only  one 
such  election  could  be  had  in  any  six-month  period. 

The  provision  for  going  to  the  people  would  be  similar  to  the  recall, 
except  that  it  would  originate  in  one  of  the  two  branches  of  the  government 
itself.  It  would  be  a  referendum,  not  of  legislation,  but  of  policies  as  rep- 
resented by  the  mayor  and  council.  It  would  make  the  government  both 
responsive  and  responsible  to  the  electorate. 

Not  only  does  the  present  charter  fail  to  provide  a  procedure  for  making 
the  government  responsive  and  responsible,  but  it  makes  this  impossible  by 
giving  to  members  of  council  overlapping  terms.  A  government  cannot  be 
held  directly  responsible  if  half  of  the  officials  are  elected  on  overlapping 
terms.  Unity  in  policies  and  methods  Avill  be  greatly  hampered  because 
each  administration  will  be  a  "split"  administration.  Moreover,  the  people 
will  never  have  the  opportunity  of  making  a  clean  sweep  as  is  sometimes 
desirable.  The  argument  for  overlapping  terms  is  that  they  lend  stability 
to  a  government.  But  the  government  would  be  just  as  stable  without 
overlapping  terms.  It  simply  means  a  continuation  of  policies,  and  the  fact 
is  that  overlapping  sometimes  causes  a  continuation  of  policies  which  should 
not  be  continued.  Moreover,  opportunity  should  exist  for  discontinuing 
them.  Whatever  continuation  of  policy  is  desired  can  always  be  obtained 
by  re-electing  the  officials  that  represent  such  policies.  The  services  of  the 
mayor  and  of  the  board  of  supervisors  should  be  made  coterminous,  except 
in  so  far  as  may  be  affected  by  the  adoption  of  the  recommendations  for 
going  to  the  people  at  special  elections. 

ASSESSOR 

Organization 

The  assessor  is  elected  by  the  people  for  a  term  of  four  years.  His  salary 
as  specified  in  the  charter  is  $8,000  a  year.  After  stipulating  that  there 
shall  be  a  chief  deputy  at  $2,400  and  a  cashier  at  $1,800,  the  charter  provides 
further  that  there  shall  be  six  assistant  deputies  at  $1,800  and  twenty-one 
clerks  at  $1,200 — a  total  of  twenty-nine  employees.  The  salaries  of  all  these 
employees,  except  the  first  two  above  enumerated,  have  been  increased  by 
the  board  of  supervisors  at  the  request  of  the  present  assessor  so  that  they 
now  stand  as  follows : 
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4  assistant  chief  deputies $2,100 

4  assistant   deputies    1,800 

18  deputies    1,500 

1  map  maker 1,800 
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The  charter  also  provides  that  during  four  months  of  the  year  the  asses- 
sor may  employ  not  more  than  one  hundred  clerks  who  shall  be  paid  at  a 
rate  not  exceeding  $100  per  month.  This  latter  provision  would  aggregate 
$40,000  but,  for  several  years  past,  $46,000  has  been  appropriated,  except 
that  in  the  1916-17  budget  this  amount  was  reduced  to  $45,000. 

It  is  believed  that  beginning  in  1917  the  number  of  permanent  employees 
could  be  decreased  because,  during  at  least  six  months  of  the  year,  there  is 
comparatively  little  work  except  a  certain  amount  of  office  routine  and  that 
revision  of  real  estate  valuations  which  should  be  going  on  continually. 
For  this  latter  class  of  work  there  is  need  for  a  type  of  man  whose  educa- 
tion, training  and  experience  fits  him  specially  for  it.  For  this  reason,  the 
most  careful  consideration  should  be  given  to  filling  such  vacancies  as  may 
occur  in  the  assessor's  staff.  Every  endeavor  should  be  made  to  secure 
civil  service  examinations  which  will  be  a  real  test  of  fitness  for  the  position. 
There  should  also  be  a  readjustment  of  the  salary  rates  of  this  office,  so 
that  it  will  offer  a  career  to  young  men  who  desire  to  specialize  in  the 
subject  of  taxation. 

It  may  be  that  the  necessary  readjustment  of  personnel  in  this  office  can 
be  expedited  by  the  cooperation  of  other  city  departments  in  securing  trans- 
fers of  some  of  the  men  now  on  the  roll  who,  while  possessing  adequate 
qualifications  for  clerical  work,  can  never  meet  the  requirements  of  real 
estate  assessors.  The  need  is  not  for  more  low  salaried  employees  but  for 
fewer  permanent  employees  whose  salaries  will  be  readjusted  so  that  they 
will  more  nearly  conform  to  the  importance  and  responsibility  of  assess- 
ment work. 

The  total  amount  now  appropriated  for  permanent  employees  is  adequate 
but  the  salaries  of  the  individual  positions  should  be  regraded.  For  example, 
the  office  messenger  and  the  three  drivers  each  receive  $12.")  a  month,  which 
is  the  same  salary  paid  other  deputies  who  are  charged  with  responsibility 
for  important  clerical  work. 

In  this  connection,  the  office  affords  another  one  of  those  illustrations 
which  are  found  throughout  the  city  departments — an  illustration  of  the 
need  for  establishing  a  pension  system.  If  it  is  not  desired  to  establish  a 
fund  for  pensioning  clerical  employees,  then  some  provision  should  be  made 
for  paying  them  a  certain  percentage  of  their  salary  upon  disability  and 
after  a  certain  length  of  service.  The  assessor's  office  is  paying  an  employed 
$150  a  month  who  has  been  ill  and  away  from  the  office  for  over  two  years. 

From  the  time  that  the  rolls  are  completed  the  first  week  in  July  and 
turned  over  to  the  tax  collector,  the  work  of  the  office  is  very  light  until 
the  following  January.     Two  or  three  of  the  clerks  keep  the   sales  ledgers 
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and  Mock  books  up-to-date;  one  mas  attends  to  the  currenl  probate  work; 
there  is  a  certain  amount  of  counter  work  in  waiting  on  the  public  and  there 
is  a  certain  amount  of  investigatory  work  which  can  profitably  be  done  in 
connection  with  ferreting  out  taxable  personal  property,  but,  with  respect 
to  several  of  the  permanent  deputies,  their  industry  is  dependent  upon  there 
being  some  extra  work  during  the  last  half  of  each  year.  During  the  last 
half  of  1916  the  assessor  is  using  some  of  his  deputies  in  the  completion  of 
a  new  property  index,  and  is  also  using  some  of  them  in  the  preparation  of 
a  complete  new  set  of  hloek  maps.  However,  this  work  should  be  completed 
by  the  end  of  the  year,  and.  before  the  slack  period  of  1917  eomes  around. 
the  assessor  and  the  hoard  of  supervisors  should  have  effected  a  readjust- 
ment of  the  personnel  and  salary  grades  as  herein  outlined.  The  new  index 
now  being  prepared  by  the  assessor  should  be  printed.  This  would  not  only 
greatly  facilitate  reference  but  would  also  be  a  matter  of  practical  economy. 
While  discussing  the  salary  cost  of  this  office,  it  is  worthy  of  note  that 
its  annual  cost  of  operation  has  remained  about  the  same  for  many  years. 
The  annual  cost  of  the  office  since  1906  is  as  follows: 

Year  Amount 

1906    $  99,916 

1907    88,200 

1908   94,197 

1909  100,188 

1910  107,530 

1911  106,112 

1912  101,200 

1913  101,200 

1914  101,200 

1915  101,200 

1916    98,600 

1917   104,100 

That  the  assessor  has  been  able  to  handle  the  increasing  volume  of  busi- 
ness "without  a  corresponding  increasing  of  his  appropriation  is  commend- 
able. For  several  years  he  has  maintained  a  system  for  recording  from 
month  to  month  the  costs  of  the  respective  functions  and  activities  of  his 
office  so  that  he  is  in  a  position  to  exercise  intelligent  supervision  of  his 
entire  staff.  It  is  believed  that  the  adoption  of  the  recommendations  herein 
set  forth  will  enable  this  office  to  accomplish  even  a  much  greater  volume 
of  work  without  increasing  the  annual  cost  thereof.  In  fact,  it  should  be 
possible,  beginning  with  the  next  year,  to  reduce  the  amount  appropriated. 
This  statement  is  made  with  full  knowledge  of  the  fact  that  the  present 
assessor  has  reduced  materially  the  cost  per  assessment. 

No  Tests  Made 

Before  discussing  the  methods  of  assessing,  attention  is  called  to  the  fact 
that  the  scope  of  this  survey  did  not  extend  to  the  making  of  field  tests  as 
to  the  fairness  or  adequacy  of  the  valuations  placed  by  the  assessor  on  any 
particular  properties. 
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Assessment  of  Real  Estate 

Need  for  More  Assessors 

Land  and  buildings  are  appraised  and  recorded  separately.  This  is  as 
it  should  be.  The  chief  defect  in  the  real  estate  assessment  procedure  of  the 
office  is  that  there  are  not  enough  assessors.  Practically  all  of  the  work 
incident  to  the  appraisement  of  the  140,000  parcels  of  land  devolves  upon 
one  man  and  the  appraisement  of  all  buildings  and  other  improvements 
devolves  upon  two  men. 

To  those  who  have  made  even  a  superficial  inquiry  into  the  amount  of 
work  involved  in  assessing  real  estate  according  to  modern  scientific  prin- 
ciples, it  must  be  obvious  that  three  men  cannot,  in  the  very  nature  of 
things,  do  this  work  in  San  Francisco  as  it  should  be  done.  The  task  is 
physically  too  great.  The  sooner  other  men  are  trained  to  assist  in  it  the 
more  rapidly  will  the  city  move  forward  toward  an  equitable  and  scientific 
assessment  roll.  To  date  practically  nothing  has  been  done  toward  securing 
such  additional  assistants.  Instead  of  the  land  assessor  and  each  of  the  two 
improvement  assessors  being  assigned  a  properly  qualified  assistant  whom 
they  might  instruct  and  direct  in  the  work  so  that  ultimately  the  assistants 
might  themselves  become  senior  assessors,  these  three  men  continue  to  work 
alone.  The  deputies  assigned  to  them  act  not  as  students  or  apprentices 
but  merely  as  drivers. 

Basis  of  Assessment 

Although  the  state  law  requires  that  both  land  and  improvements  shall 
be  assessed  at  their  full  value,  the  assessor  of  the  city  and  county  of  San 
Francisco,  following  the  policy  of  his  predecessors,  aims  to  assess  at  only  a 
50  per  cent  valuation.  It  is  stated  that  practically  all  of  the  other  counties 
in  the  state  also  assess  on  what  is  approximately  a  50  per  cent  basis.  How- 
ever, it  is  submitted  that  there  is  only  one  sound  basis  on  which  to  assess 
property,  i.  e.,  the  basis  of  full  value,  and  that  no  community  can  achieve 
an  equitable  assessment  as  between  its  various  property  owners  until  it 
adopts  the  100  per  cent  basis.  This  principle  is  recognized  by  many  of  the 
best  tax  specialists  and  economists  in  this  country.  With  the  adoption  of  a 
segregated  revenue  basis  for  state  assessments,  any  community  in  California 
which  decides  to  assess  on  a  100  per  cent  basis  Mill  no  longer  be  penalized 
for  its  honesty  and  integrity.  Formerly  such  action  meant  a  heavier  state 
tax  than  was  levied  in  those  communities  which  assessed  on  a  low  basis. 
But,  with  the  change  of  law,  the  way  appears  to  have  been  cleared  for  a 
full  assessment  throughout  the  state. 

If  it  be  decided  to  continue  levying  all  taxes  in  San  Francisco  on  less 
than  a  full  valuation,  it  is  submitted  that  the  assessors  should,  nevertheless, 
set  forth  on  their  lists  the  full  value  of  the  property,  i.  e.,  100  per  cent,  even 
though  a  parallel  column  showing  50  per  cent  be  used  in  preparing  the 
assessment  rolls.  Nothing  less  than  100  per  cent  should  be  permitted  to 
serve  as  a  guide  because  nothing  less  than  100  per  cent  can  lead  to  equitable 
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assessments.  The  setting  up  of  two  columns,  one  a  100  per  cent  valuation 
and  the  other  a  50  per  cent  valuation,  would  surely  be  no  more  ultra  vires 
and  violate  the  principles  of  taxation  no  more  than  the  present  practice. 
The  value  of  using  the  parallel  column  method  has  long  been  recognized  in 
Illinois,  where  property  is  assessed  a1  its  full  value,  hut  taxes  are  levied 
on  only  33  1-3  per  cenl   valuation. 

Maps 

The  present  assessor  is  deserving  of  credit  for  having  early  in  his  ad- 
ministration equipped  his  office  with  properly  prepared  tax  maps,  thereby 
placing  it  in  the  group  with  New  York,  Newark,  .Milwaukee  and  other  cities 
which  are  progressive  in  tax  matters. 

In  the  first  place,  he  has  promoted  and  secured  the  adoption  of  a  com- 
plete new  system  of  property  descriptions  whereby  each  individual  parcel  is 
described  and  referred  to  by  block  and  lot  numbers  instead  of  by  metes  and 
bounds.  This  alone  was  a  long  step  in  the  right  direction,  and  the  prepara- 
tion of  a  sufficient  number  of  largo  maps  setting  forth  the  new  system  greatly 
facilitates  reference,  not  only  in  the  assessor's  office,  but  also  in  the  office  of 
the  tax  collector,  auditor  and  several  other  city  offices. 

The  assessor  has  two  sets  of  land  value  maps,  the  most  complete  set 
having  been  in  use  for  about  five  years.  It  shows  the  size  and  value  of  each 
lot.  the  correct  value  and  number  of  stories  in  each  building  and  the  kind 
of  material  used  in  its  construction.  These  land  value  maps  are  of  in- 
estimable value  to  an  assessor  in  visualizing  the  relative  values  between  lots 
and  also  between  blocks  and  various  sections  of  the  city.  While  it  is  a 
laudable  thing  to  have  prepared  such  maps  and  used  them  in  the  assessment 
of  property,  it  is  believed  that  the  assessor  should  go  the  rest  of  the  way 
and  make  them  available  to  the  public  at  large.  The  average  man  is  as 
much  interested  in  knowing  whether  his  assessment  is  larger  than  his  neigh- 
bor's as  he  is  in  the  amount  of  his  own  assessment.  Wherever  land  value 
maps  have  been  prepared  and  made  easily  available  to  the  public,  they  have 
proved  a  potent  means  of  placating  disgruntled  taxpayers,  settling  disputes 
as  to  the  equity  of  assessed  values,  and,  in  short,  promoted  a  better  under- 
standing of  the  methods  and  reasons  whereby  assessment  values  were 
reached  than  was  possible  in  any  other  way.  The  assessor  is  now  engaged 
in  preparing  a  new  set  of  these  maps  to  replace  those  which  have  been  in 
use  so  long,  and  it  is  recommended  that  when  completed  they  not  only  be 
kept  up-to-date  currently  but  be  made  available  to  the  public.  In  fact,  they 
might  with  advantage  be  published  in  pamphlet  form  each  year. 

The  use  of  block  maps — a  separate  map  for  each  of  the  fifty-five  hundred 
blocks  of  the  city — has  also  proved  of  great  assistance,  particularly  inasmuch 
as  the  assessor  has  placed  on  each  map  a  list  of  the  property  owners  of  each 
lot  in  the  respective  blocks. 
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Tables  of  Formulas 

The  assessment  of  real  property  has  in  recent  years  progressed  from  that 
rule-of -thumb  method  which  was  supposed  to  be  the  art  of  assessing,  to  a 
point  where  it  is  now  almost  a  science.  Thus,  cities  which  have  made  the 
most  progress  in  assessing  real  estate  have  done  so  largely  by  the  use  of 
mathematical  formulas  reduced  to  definite  working  tables.  The  assessor  of 
San  Francisco  does  not  follow  the  tables  used  in  other  cities  but  has  pre- 
pared some  formulas  of  his  own.  The  land  assessor  in  this  office  frankly 
states  that  his  principal  trouble  is  with  corner  lots  and  that  he  still  feels  the 
need  of  obtaining  some  system  which  will  enable  him  more  accurately  to 
gauge  the  value  thereof. 

The  unit  of  measure  now  used  as  a  standard  in  San  Francisco  is  a  one 
foot  front,  one  hundred  feet  deep,  on  an  inside  lot.  Corner  influence  is 
figured  back  seventy-five  feet,  a  different  allowance  being  made  for  each 
twenty-five  feet,  and  also  a  different  allowance  for  each  of  the  three  main 
classes  of  property,  i.  e.,  (1)  residence,  (2)  light  business,  and  (3)  congested 
business.  As  in  the  case  of  the  use  of  land  value  maps,  the  endeavor  to 
follow  a  scientific  formula  evidences  an  effort  on  the  pari  of  the  local  office 
to  keep  up-to-date  and  use  those  methods  which  are  recognized  as  standard. 

Building  Classifications 

In  the  appraisement  of  buildings  also,  the  office  has  prepared  a  classifica- 
tion which  is  used  as  a  guide  in  checking  up  the  values  secured  from  the 
contractor  and  in  arriving  at  new  values.  This  classification  appears 
adequate  for  local  conditions.    It  is  as  follows : 

Frame  dwellings,  ordinary 10  to  15  cts.  per  en.  ft. 

Frame  dwellings,  good   15  to  25  cts.  per  cu.  ft. 

Frame  flats,  ordinary 10  to  16  cts.  per  en.  ft. 

Frame  flats,  good  15  to  25  cts.  per  cu.  ft. 

Frame  apartments,  ordinary   15  to  20  cts.  per  cu.  ft. 

Frame  apartments,  good 18  to  25  cts.  per  cu.  ft. 

Frame  apartments,  best  class 22  to  30  cts.  per  cu.  ft. 

Brick  or  concrete  hotels  and  apartments,  ordinary.  18  to  22  cts.  per  cu.  ft. 

Brick  or  concrete  hotels  and  apartments,  good 21  to  25  cts.  per  cu  ft. 

Brick  or  concrete  hotels  and  apartments,  best  class  25  to  40  cts.  per  cu  ft. 

Brick  or  concrete  loft  bldg.  mill  const 'n 8  to  15  cts.  per  cu.  ft. 

Brick  or  concrete  loft  bldg.  steel  frame 15  to  20  cts    per  cu.  ft. 

Brick  or  concrete  office  bldg.  mill  const  'n 18  to  22  cts.  per  cu.  ft. 

Brick  or  concrete  loft  bldg.  steel  fireproof 20  to  25  cts.  per  cu.  ft. 

Brick  or  concrete  loft  bldg.  steel  frame  fireproof ..  .  20  to  24  cts.  per  cu.  ft. 

Brick  or  concrete  office  bldg.  steel  frame 20  to  25  cts.  per  cu.  ft. 

Brick  or  concrete  office  bldg.  fireproof   25  to  50  cts.  per  cu.  ft. 

Brick  or  concrete  stores,  1  story  mill  const'n 10  to  16  cts.  per  cu.  ft. 

Brick  or  concrete  stores,  1  story  steel  frame    12  to  20  cts.  per  cu.  ft. 

The  assessor  in  supervision  of  improvement  assessing  stated  that  with 
respect  to  depreciation  he  endeavored  to  follow  the  principle  that  a  frame 
dwelling   depreciated   20  per   cent   each   five   years.      With   respect    to   brick 
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and  other  buildings  in  San  Francisco,  it  was  stated  that  ao  depreciation  had 
been  applied  since  the  fire.  This  factor  of  depreciation  on  buildings  is  of 
as  much  prime  importance  as  the  original  valuation  thereof,  and  it  is  recom- 
mended that  rarly  consideration  be  given  to  establishing  an  office  policy  for 
depreciation  of  each  of  the  respective  building  classifications. 

Sources  of  Information 

A  constant  effort  appears  to  be  made  to  obtain  data  from  every  sourer 
which  will  shed  light  on  the  actual  values  of  local  real  estate 

With  respect  to  land  values,  a  copy  of  Edwards'  Digest  of  real  estate 
transfers  is  obtained  each  day  and  the  items  therein  are  posted  to  individual 
accounts  in  the  sales  Ledgers.  These  ledgers  have  been  maintained  for  many 
years,  and  it  is  thus  possible  to  ascertain  quickly  the  ownership  of  almost 
any  piece  of  property.  In  addition  to  the  information  secured  from  Edwards' 
Digest,  the  office  carefully  scans  all  of  the  local  papers  for  notices  of  real 
estate  transfers,  giving  particular  attention  to  those  publications  which 
feature  real  estate  departments.  From  the  periodical  list  of  sales  published 
by  the  local  real  estate  firms,  the  office  prepares  a  list  which  is  submitted 
to  such  firms  with  the  request  for  confidential  information  as  to  the  exact 
consideration  involved.  It  was  stated  in  this  connection  that  a  high  degree 
of  co-operation  is  obtained.  The  information  thus  secured  is  held  confidential 
but  is  useful  in  that  it  sheds  light  on  the  actual  value  of  property  trans- 
ferred. The  stamp  tax  now  required  to  be  placed  on  all  deeds  also  affords 
another  means  of  information,  although  it  is  believed  that  this  source  is  not 
now  utilized  as  fully  as  it  should  be. 

With  respect  to  the  cost  of  buildings,  detailed  postings  to  ledger  accounts 
are  made  from  the  news  items  of  the  Pacific  Builder  similarly  as  are  trans- 
fers from  Edwards'  Digest,  already  referred  to.  The  notices  in  the  Pacific 
Builder  specify  the  amount  of  the  various  contracts  and  subcontracts.  The 
assessor  also  sends  to  the  office  of  the  bureau  of  buildings  and  prepares  a 
list  of  the  building  permits  issued,  noting  thereon  the  estimated  cost  of  such 
buildings.  While  the  office  is  deserving  of  credit  for  obtaining  this  latter 
information,  it  is  suggested  that  an  endeavor  be  made  to  secure  a  more  com- 
plete co-operation  of  the  bureau  of  buildings  to  the  end  that  carbon  copies  of 
permits  or  stubs  containing  the  information  will  be  sent  automatically  to  the 
assessor,  thus  making  it  unnecessary  to  send  a  man  upstairs  each  month  to 
copy  off  a  list  of  the  permits. 

Fire  insurance  maps,  a  set  of  which  is  in  possession  of  the  office,  are  also 
used  in  arriving  at  the  value  of  local  buildings. 

Increase  in  Real  Estate  Valuations 

As  shown  in  the  auditor's  report  for  the  year  ending  June  30,  1915,  the 
annual  assessed  value  of  lands  and  improvements  in  San  Francisco  has  been 
as  follows  since  the  1906  fire : 
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Year                                                             Land  Improvements 

1906-7 $237,038,272  $  50,248,580 

1907-8 260,657,806  66,816,201 

1908-9 258,652,434  90,860,558 

1909-10 283,169,233  122,974,828 

1910-11 288,095,453  145,167,790 

1911-12— (a) 269,290,025  135,230,645 

(b) 19,366,850  3,950,130 

1912-13— (a) 301,196,140  146,584,097 

(b) 22,518,920  23,246,100 

1913-14— (a) 303,903,155  157,378,977 

(b) 22,407,930  22,608,070 

1914-15— (a) 304,579,974  165,496,937 

(b) 21,477,260  28,378,191 

1915-16— (a) 304,288,151  172,536.727 

(b) 22,901,250  27,212,039 

Gross  increase  in  10  years $90,151,129—38% 

Increase  in  10  years  exclusive  of  "operative" 
valuation    67,249,879— 28% 


(a)  Non-operative  properties. 

(b)  Operative  properties  and  cannot  be  taxed  for  city  and  county  purposes. 

Although  the  statutes  have  been  changed  from  time  to  time  so  as  to  cause 
a  certain  amount  of  reclassification  of  certain  properties,  nevertheless  the 
increases  as  reflected  in  the  above  figures  indicate  not  only  a  substantial 
development  in  the  community  but  also  a  substantial  increase  in  the  assess- 
ment rolls. 

A  side  light  on  the  assessment  of  improvements  may  be  obtained  by  con- 
sidering the  aggregate  building  costs  as  shown  on  the  building  permits  issued 
during  the  past  ten  years.  Eliminating  all  permits  for  the  Panama  Pacific 
Exposition,  state  buildings,  and  other  public  buildings,  Harbor  Commission, 
and  also  eliminating  all  permits  for  alterations,  because  a  large  proportion 
of  the  latter  does  not  increase  the  assessable  value  of  the  building,  there  has 
been  nevertheless  an  increase  of  approximately  a  quarter  of  a  billion  dollars 
as  follows : 

Buildings  Improvements 

Class  A 205  $  35,578,617 

Class  B 210  15,520,486 

Class  C 3,046  87,704,350 

Frame  Buildings 28,802  108,264,027 


$247,067,480 


It  is  interesting  to  note  that  50  per  cent   (the  assessment  basis)    of  the 
$247,067,480  would  be  $123,533,750,  and  that  the  increase  in  improved  valua 
tion  as  shown  in  the  above  tables  between  1906-07  and  the  operative  property 
of  1915-16  is  $122,288,147,  which  is  practically  the  same  amount.     While  these 
figures  are,  of  course,  mere  approximations,  they  nevertheless  indicate  that 
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the  assessment  rolls  have  kept  up  fairly  well  with  the  building  activities  of 
the  city. 

Assessment  of  Personal  Property 

In  assessing  personal  property  household  goods  arc  exempted  under  the 
law  only  to  the  value  of  $100.  Many  states,  which  are  equally  progressive 
with  California  in  tax  matters,  exempt  a  greater  value  of  household  goods 
because  it  otherwise  would  tax  unequally  the  rich  and  poor.  It  is  a  phase 
of  the  local  tax  law  deserving  of  consideration. 

The  method  of  assessing  personal  property  comprehends  the  distribution 
throughout  the  city  of  large  blanks  on  which  the  property  owner  is  required 
to  list  the  taxable  personalty  which  he  owns  and  to  return  such  list  to  the 
assessor's  office.  The  assessment  is  required  by  law  to  be  made  as  of  the 
first  Monday  in  March  but  the  assessor  gets  as  much  of  an  advance  start  as 
possible  on  the  work.  The  city  is  divided  into  142  assessment  districts  and 
a  deputy  assessor  is  sent  into  each  district  with,  a  supply  of  blank  forms  and 
a  book  containing  the  names  of  those  who  were  assessed  the  preceding  year. 
A  form  is  left  with  each  person  who  is  liable  to  assessment  and,  if  it  is  not 
rilled  out  and  returned  within  the  specified  time  to  the  assessor's  office,  the 
deputies  go  around  again  and  gather  up  the  statements. 

The  deputy  assessors  used  in  this  work  are  temporary  employees  who  are 
hired  under  the  charter  provision  explained  in  the  first  paragraph  of  this 
chapter.  The  cost  of  their  services  in  distributing  personal  property  state- 
ments has  been  approximately  as  follows : 

Year  Amount 

1912-13 $9,200 

1913-14 9,050 

1914-15 7,750 

This  work  is  nothing  more  or  less  than  messenger  service.  Several  cities 
distribute  similar  forms  by  mail.  It  is  recognized  there  is  an  advantage  in 
having  a  personal  service  of  the  statements  or  at  least  a  service  at  the  places 
where  the  property  is  located.  Nevertheless,  it  is  submitted  that  there  is  no 
need  of  hiring  extra  employees  and  paying  out  several  thousand  dollars 
each  year  for  this  service  when  the  city  has  a  large  police  force  which  covers 
every  section  of  the  city  daily,  and  which  has  a  thorough  working  knowledge 
of  localities  and  abundant  time  in  which  to  render  just  such  service  as  that 
needed  in  the  rendering  of  personal  tax  statements.  It  is  believed  that  the 
co-operation  of  the  police  department  could  be  secured  in  this  work  and 
thus  save  the  city  the  needless  expense  of  employing  extra  men  to  do  this 
work.  The  details  of  the  procedure  would,  of  course,  need  to  be  worked  out, 
but  it  is  believed  that  no  difficulty  whatever  would  be  encountered.  If  it 
were  not  desired  to  have  the  respective  patrolmen  carry  a  small  field  book  in 
which  to  note  the  names  and  addresses  where  statements  were  left,  the  latter 
could  be  prepared  with  a  coupon  attached  which  would  be  filled  in  by  the 
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patrolman,  torn  off  by  him  and  returned  to  the  tax  collector  as  evidence 
where  the  statements  were  left. 

Inasmuch  as  the  collection  of  the  statements  involves  the  administering 
of  an  oath  to  the  person  assessed,  and  also  seeing  to  it  that  the  statement 
is  properly  filled  in,  it  would  possibly  not  be  feasible  to  use  the  police  in 
collecting  these  documents,  although  it  might  be  that  a  procedure  could  also 
be  worked  out  for  collecting  as  well  as  distributing  the  statements.  How- 
ever, any  feature  of  the  work  which  would  prevent  the  use  of  the  police  in 
making  the  collection  should  not  be  allowed  to  forestall  their  use  in  making 
the  original  distribution. 

Pending  the  time  when  the  police  will  do  this  work,  the  office  procedure 
should  be  revised  so  that  field  men  will  not  report  personally  at  the  office 
both  morning  and  night.  Too  much  time  is  lost  thereby.  It  would  be  much 
better  to  require  each  field  man  to  report  in  by  telephone  in  the  morning 
from  a  point  within  his  district,  give  the  telephone  number  and  remain  a 
couple  of  minutes  while  the  office  calls  back  to  verify  his  location. 

Each  personal  property  statement  provides  for  showing  not  only  the 
aggregate  amount  assessed  for  the  current  year  but  also  the  amount  assessed 
each  of  the  four  preceding  years.  It  was  stated  that  these  latter  amounts  are 
filled  in  only  on  those  statements  which  are  in  excess  of  $900.  However, 
inasmuch  as  a  book  record  is  maintained  which  shows  the  assessed  values 
against  each  person  over  a  period  of  several  years,  the  copying  of  the  four 
preceding  valuations  from  this  book  to  the  lists  is  believed  to  be  unnecessary, 
even  though  the  practice  is  confined  to  those  assessments  which  exceed  $900. 

Writing  Up  the  Rolls 

Although  property  is  now  described  by  block  and  lot  numbers,  the  law 
still  requires  that  the  names  of  property  owners  be  written  in  on  the  rolls. 
The  procedure  of  writing  up  the  rolls  is  as  follows: 

The  several  volumes  are  first  turned  over  to  clerks  who  fill  in  the  name 
and  the  lot  and  block  number.  This  information  is  obtained  from  the  block 
books,  and  having  been  checked  back  by  verifiers,  the  rolls  are  turned  over 
to  clerks  who  fill  in  the  value  of  the  real  estate,  value  of  improvements,  and 
total  value.  This  is  copied  from  the  valuation  sheets  and  checked  back  by 
verifiers  to  the  valuations  set  forth  on  the  field  maps.  The  third  step  in  the 
preparation  of  the  rolls  consists  in  copying  from  the  personal  property  state- 
ments the  money  and  solvent  credits,  other  personal  property,  and  total  value 
of  personal  property,  and  in  verifying  the  correctness  of  such  posting. 

Inasmuch  as  this  copying  is  almost  entirely  done  by  temporary  clerks 
employed  on  a  monthly  basis,  it  is  difficult  to  secure  rapid  and  accurate 
service.  To  obviate  this  condition,  it  is  recommended  that  all  the  clerks 
engaged  in  writing  up  the  rolls  be  paid  on  a  piece  work  basis,  i.  e.,  that  they 
be  paid  according  to  the  number  of  lines  they  post  accurately  instead  of  at 
the  rate  of  $100  per  month  irrespective  of  the  amount  or  character  of  work 
they  do.     This  will,  of  course,  necessitate  a  slight  readjustment  of  procedure 
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but  no  difficulty  should  be  experienced  in  the  application  of  the  plan.  The 
practical  result  should  be  a  very  material  saving  in  the  annual  cost  of 
writing  up  the  rolls.  That  there  is  need  for  more  clerical  accuracy  in  pre- 
paring the  rolls  is  evidenced  by  the  errors  found  by  the  auditor  in  the 
1916-17  rolls. 

The  assessor  is  now  charged  also  with  preparing  biennially  what  is  known 
as  the  military  roll — a  roll  of  men  of  military  age.  Since  the  registrar's 
office  is  equipped  with  an  addressing  machine  slug  for  the  name  and  address 
of  each  voter,  it  is  believed  that  the  proper  co-operation  of  this  office  could 
greatly  reduce  the  cost  of  writing  the  military  roll. 

Collection  of  Unsecured  Personal  Taxes 


Under  a  California  Law,  which  has  been  in  force  many  years,  the  assessor 
is  made  the  collecting  agent  for  taxes  on  unsecured  personal  property.  He 
collects  such  taxes  between  March  1  and  August  1  each  year,  and,  inasmuch 
as  the  only  tax  rate  which  may  be  legally  applied  during  that  period  is  the 
rate  which  was  fixed  the  preceding  year,  that  is  the  one  he  uses  in  de- 
termining the  amount  of  taxes  to  be  collected.  It  thus  follows  that  when 
subsequently  the  board  of  supervisors  fixes  the  new  rate  each  year  a  dif- 
ference exists  in  the  amount  collected  by  the  assessor  and  the  amount  to  be 
collected  by  the  tax  collector.  This  difference  is  usually  in  the  form  of  an 
excess,  but,  if  it  were  the  other  way,  the  city  would  be  just  as  legally  bound 
to  make  a  refund  as  it  is  now  to  make  a  collection  of  the  difference.  Entirely 
aside  from  the  fact  that  the  making  of  two  payments  on  personal  property 
each  year  is  an  inconvenience  and  the  source  of  much  annoyance  to  several 
thousand  of  the  city's  taxpayers,  there  is  the  very  practical  fact  that  it 
necessitates  the  maintenance  in  the  assessor's  office  of  an  organization  for 
handling  tax  collections  notwithstanding  the  fact  that  the  tax  collector's 
office  is  organized  for  that  identical  purpose.  The  cost  of  the  cashier's 
department  alone  in  the  assessor's  office  is  nearly  $4,000  a  year,  and  to  this 
must  be  added  the  cost  of  sending  several  men  into  the  field  at  $100  a  month 
to  make  collections,  because,  although  most  of  the  payments  are  made  over 
the  counter  in  the  assessor's  office,  it  is  necessary  to  send  several  collectors 
into  the  field  to  collect  those  amounts  which  would  not  otherwise  reach  the 
office. 

If  it  were  planned  originally  to  have  the  assessor's  representatives  collect 
the  tax  at  the  time  they  discovered  the  property  and  thus  justify  the  placing 
of  the  law  on  the  statute  books,  the  plan  has  not  been  followed  because  the 
lists  are  required  to  be  returned  to  the  assessor's  office  and  reviewed  by  the 
assessor  before  any  collection  is  permitted  to  be  made  thereon.  No  criticism 
is  made  of  this  procedure.  In  fact,  it  would  be  a  very  unsound  financial 
policy  to  permit  assessors  to  make  collections  on  an  assessment  which  had  not 
been  approved  by  the  assessor  or  a  responsible  officer  representing  him. 
Nevertheless,  the  fact  that  collections  are  not  made  until  the  valuations  have 
been  vised  in  the  assessor's  office  would  indicate  that  they  might  be  made  by 


70  San  Francisco 

the  tax  collector's  office  with  equal  facility  and  with  the  advantage  ol 
saving  the  several  thousand  dollars  which  it  now  costs  the  assessor  to  make 
the  collection. 

TAX  COLLECTOR 

Organization 

Under  the  charter,  the  tax  collector  is  constituted  the  central  collecting 
officer  for  practically  all  of  the  city's  revenues.  His  term  of  office  is  four 
years  and  he  received  a  salary  of  $4000  a  year.  The  charter  specifies  that  he 
may  appoint  a  chief  deputy  and  a  cashier  at  $2400  each,  fifteen  deputies  at 
$1500  each,  and  extra  clerks  at  the  rate  of  $100  a  month  to  an  amount  not 
exceeding  $36,000  a  year.  The  aggregate  amount  authorized  by  the  charted 
is  thus  $67,300,  and  this  is  practically  the  amount  appropriated  each  year. 

Writing:  Tax  Bills 
Taxes  Prebilled 

Prior  to  the  date  when  taxes  become  due,  the  tax  collector  prepares  the 
tax  bills  for  each  amount  set  forth  on  the  rolls.  This  is  good  procedure 
because  it  tends  to  expedite  collections  and  prevents  unnecessary  delay.  In 
many  cities  taxpayers  are  compelled  to  stand  in  line  for  several  hours  on 
tax-paying  days  waiting  while  their  tax  bills  are  being  prepared,  and  it  is 
understood  that  such  a  condition  existed  in  San  Francisco  in  former  years. 
The  tax  collector  is  now  able  to  prepare  all  of  the  tax  bills  prior  to  the 
beginning  of  the  collection  period,  by  obtaining  the  co-operation  of  the 
auditor.  The  auditor  is  required,  under  the  law,  to  verify  the  footings  of 
the  valuations  of  the  rolls  and  also  to  extend  the  tax  rates.  "While  this 
work  is  in  progress,  and  as  the  conditions  thereof  permit,  he  loans  the  rolls 
to  the  tax  collector  so  that  the  latter  may  be  working  on  the  tax  bills  and 
not  be  compelled  to  wait  until  the  auditor  turns  over  the  rolls  officially. 

Although  this  writing  of  the  bills  on  the  installment  plan  is  somewhat 
inconvenient  from  a  clerical  point  of  view,  it  reflects  credit  on  the  offices 
of  both  the  tax  collector  and  auditor.  Such  close  co-operation  between  all  of 
the  administrative  offices  of  the  city  is  to  be  encouraged  because  it  niakea 
for  better  service  and  lower  cost. 

Cost  of  Preparing  Bills 

The  tax  bills  are  prepared  by  extra  clerks  who  are  paid  at  the  rate  of 
$100  per  month.  It  was  stated  that  temporary  records  are  kept  showing  the 
number  of  bills  written  daily  by  each  clerk,  but  it  was  impossible  to  find 
these  records  at  the  time  of  this  survey,  because  of  the  confusion  incident  tc 
moving  the  collector's  office  from  the  old  quarters  to  the  new  city  hall.  11 
was  stated,  however,  that  the  clerks  averaged  about  two  hundred  bills  pel 
day.     Since  they  are  paid  at  the  approximate  rate  of  $4  per  day,  the  cost 
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•would  therefore  approximate  2c  per  bill.     This  does  not  include  the  cost  of 
verification,  i.  e.,  it  docs  qoI  represenl  the  cost  per  correct  bill. 

Under  the  new  system  of  describing  property  by  block  and  lot  numbers  a 
separate  tax  bill  is  prepared  for  each  parcel  of  property.  This  means  that 
cadi  line  on  the  tax  roll  is  used  as  the  hasis  for  an  individual  bill.  The 
■  clerical  work  of  preparing  hills  is  therefore  simple.  This  being  true,  it  is 
recommended  that  serious  consideration  be  given  to  the  advisability  of  pre- 
paring hills  by  typewriter  carbon  process.  Several  large  cities  in  the  country 
prepare  their  tax  bills  in  this  way.     It  has  the  advantage  of — 

1 — Lower  cost — the  average  being  about  one  cent  per  correct  hill.  (The 
saving  of  say  one  cent  a  bill  in  San  Francisco  would  amount  to 
$  1 250  on  real  estate  bills  alone.) 
2 — Greater  legibility — as  compared  with  longhand  writing  by  the  tem- 
porary clerks.  This  means  greater  facility  in  handling  tax  bills 
and  less  liability  of  error  in  posting ; 
3 — Several  copies  of  each  bill  and  also  a  schedule  (additional  roll)  can 
be  made  at  a  single  writing  by  carbon  process. 

It  would  he  possible  to  prepare  at  a  single  writing  not  only  the  copy  of 
the  hill  for  issuance  as  a  receipt  to  the  taxpayer  and  the  copy  of  the  bill 
or  cashier's  coupon  used  for  proving  the  cash  and  posting  the  rolls,  but  also 
if  desired  to  prepare  at  the  same  writing  a  complete  copy  of  each  tax  bill 
Avhich  can  be  mailed  in  advance  in  open-face  envelopes  to  the  taxpayers  as 
notice  that  their  taxes  are  due. 

No  copies  of  the  bills  are  now  available  for  this  purpose,  consequently 
when  taxpayers  come  to  the  city  hall  to  pay  their  taxes  it  is  necessary  for 
a  majority  of  them  to  take  not  only  their  own  time  but  clerical  time  of  the 
collector's  office  to  locate  their  property  according  to  the  lot  and  block 
numbers  before  the  collector  is  able  to  hand  to  them  the  proper  tax  bills. 
Taxpayers  are  requested  to  bring  with  them  the  receipted  bill  given  them 
by  the  collector  the  preceding  year,  but  it  is  estimated  that  approximately 
sixty  per  cent  of  the  taxpayers  either  forget  to  bring  with  them  their  old 
bills  or  have  lost  them  or  thrown  them  away.  If  a  copy  of  the  current  year's 
bill  were  sent  to  each  taxpayer,  it  would  not  only  obviate  all  delays  which 
now  result  but  it  would  have  a  distinct  informative  value  throughout  the 
city. 

The  present  form  of  bill,  in  addition  to  showing  the  usual  references, 
descriptions,  valuations  and  tax  amounts,  also  carries  two  coupons  and  on 
each  of  these  the  clerk  making  out  the  bill  is  required  to  enter  the  same 
references,  descriptions  and  tax  amounts  as  are  shown  on  the  bill  itself. 
These  coupons  are  used  for  the  purpose  of  proving  the  accuracy  of  the  cash 
collected  and  posting  the  proper  credits  on  the  tax  rolls. 

There  is  no  criticism  of  the  principle,  but  the  point  is  made  that  instead 
of  each  coupon  being  written  separately  they  should  be  made  by  carbon 
process  by  the  same  writing  which  makes  the  the  original  bill. 

In  making  the  recommendation  for  writing  tax  bills  by  typewriter  carbon 
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process  instead  of  long  hand,  full  recognition  is  had  of  the  practical  phaM 
of  the  situation  which  will  mean  the  employment  of  typewriter  copyists 
instead  of  the  character  of  services  heretofore  secured.  The  experience  oj 
those  cities  which  have  tried  the  methods  indicates  there  is  no  difficulty  in 
obtaining  experienced  copyists — either  male  or  female — from  the  employment 
branches  attached  to  the  local  typewriter  agencies.  Furthermore,  no  diffi- 
culty has  been  experienced  in  obtaining  a  compliance  by  such  persons  with 
the  requirements  of  the  civil  service  regulations. 

Skeleton  Rolls 

Another  feature  which  argues  strongly  for  the  use  of  typewriter  carbon 
process  is  the  custom  of  the  local  tax  collector's  office  in  preparing  what  is 
known  as  a  "skeleton  roll."  For  each  volume  of  the  tax  roll  there  is  a  cor- 
responding "skeleton  roll."     The  latter  shows  by  columnar  arrangement* 

1 — Name  of  taxpayer 

2 — Secured  personalty 

(a)  Original  tax 

(b)  Delinquent  tax 
3 — Number  of  roll 

4 — Real  estate — first  installment 

5— Tax 

6 — Real  estate — second  installment 

Columns  1,  2a  and  5  are  prepared  by  pen  and  ink  writing,  and  columns 
2b,  3,  4  and  6  are  prepared  with  rubber  stamp.  The  purpose  of  these 
"skeleton  rolls"  is  to  verify  the  accuracy  of  the  postings  to  the  original 
rolls.  Each  collection  is  posted  not  only  in  the  original  roll  but  also  in  the 
skeleton  roll,  and  just  before  the  rolls  are  closed  and  turned  back  to  the 
auditor  they  are  checked  one  to  the  other,  and  in  event  a  discrepancy  is  dis- 
covered, reference  is  made  to  the  original  posting  and,  if  necessary,  to  the 
cashier's  slip,  and  the  proper  correction  made. 

Under  the  present  system  of  pre-billing,  there  should  be  in  the  files  at  all 
times  an  unpaid  tax  bill  for  each  open  item  on  the  roll  and  an  adding 
machine  list  of  the  former  should  at  any  time  cheek  with  a  similar  list  of  the 
latter.  Moreover  if  counterfoils  of  receipted  bills  arc  posted  in  totals  by 
tax  roll  volume  each  day  to  summary  ledger  accounts  (separate  account  for 
each  volume)  an  independent  current  accounting  control  of  postings  may 
also  be  had.  In  fact  it  can  be  had  over  each  page  if  desired.  The  tax  bills 
are  already  arranged  according  to  the  particular  rolls  to  which  they  refer, 
and  the  cashier's  coupons  (paid  bills)  are  distributed  according  to  a  similar 
classification.  It  is  therefore  submitted  that  the  skeleton  roll  is  unnecessary 
and  involves  needless  clerical  work. 

Piece  Work 


It  is  recommended  that  the  clerical  service  used  in  the  preparation  of  ta>: 
bills  be  paid  for  on  a  "piece  work"  basis.     As  in  all  other  offices  of  the  cit> 
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government  where  temporary  clerks  are  used,  there  is  not  only  n  wide 
diversity  of  industry  as  between  the  various  clerks  In  it  there  is  bound  to  be 
a  certain  lack  of  industry  on  the  pari  of  all.  The  reason  for  tins  is  that  they 
are  all  paid  the  same  rate  of  compensation,  irrespective  of  the  amount  of 
work  performed  each  day.  -lust  as  in  the  assessor's  office,  where  it  is  recom- 
mended that  the  rolls  he  written  up  on  a  piecework  basis,  so  it  is  recom- 
mended that  the  preparation  of  the  tax  bills  be  paid  for  similarly,  i.  e.,  that 
each  clerk  he  paid  a  certain  amount  per  correct  bill.  This  plan  should  be 
adopted  irrespective  of  whether  bills  are  written  by  Longhand  or  by  type- 
writer carbon  process  as  herein  recommended.  Because  the  charter  provides 
a  maximum  rate  of  $100  per  month  it  has  become  customary  to  pay  all  tem- 
porary employees  ;it  that  maximum  rate  uniformly.  The  sooner  this  custom 
is  abandoned  the  sooner  the  city  will  begin  to  gel  proper  service  for  the 
!ar<_re  amounts  thus  expended  each  year. 

Auditing  Control  and  Preparation  of  Delinquent  List 

The  tax  collector  collects  on  the  first  installment  from  the  third  Monday 
in  October  to  the  first  Monday  in  December,  and  on  the  second  installment 
from  the  first  Monday  in  January  to  the  last  Monday  in  April. 

When  the  first  installment  becomes  delinquent  he  returns  the  rolls  to  the 
auditor,  who  checks  the  paid  items  againsl  the  amount  of  cash  certified  by 
the  treasurer  as  having  been  deposited  by  the  collector  of  taxes,  and  re- 
charges the  tax  collector  with  the  aggregate  of  the  open  items  remaining  on 
the  rolls,  and  also  with  the  penalty  attaching  to  the  first  installment.  When 
the  second  installment  becomes  delinquent  the  tax  collector  prepares  an  ab- 
stract of  the  open  items  and  this  is  called  the  delinquent  list.  He  sends  this 
delinquent  list  together  with  the  original  rolls  to  the  auditor.  After  the 
latter  has  verified  the  correctness  of  the  collections  made  since  his  last  audit 
and  charged  the  tax  collector  with  the  amounts  of  the  delinquent  list  and 
penalties,  he  returns  the  latter  to  the  collector.  The  accounting  and  auditing 
control  thus  maintained  appears  adequate  for  all  practical  purposes. 

Collection  Method 


As  a  part  of  the  policy  of  the  present  administration  of  this  office  in 
serving  the  public  promptly,  the  collector  makes  a  practice  of  opening  extra 
cash  windows  during  the  rush  period  of  collections.  In  brief  he  uses  many 
or  few  cash  windows  according  to  whether  or  not  there  is  a  large  number  of 
taxpayers  in  the  office  waiting  to  pay  their  taxes. 

In  connection  with  the  operation  of  the  cash  cages,  it  is  suggested  that 
two  men  instead  of  three  are  sufficient  in  any  cage.  In  addition  to  the  man 
who  receives  the  money,  makes  the  change,  and  receipts  the  bill,  the  practice 
is  to  have  also  a  blotter  man  and  an  adding  machine  man  in  some  of  the 
cages  during  the  rush  period.  The  blotter  man  writes  the  document  numbers 
and  amounts  of  the  individual  items  in  a  memorandum  book  called  the  blot- 
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ter,  and  the  adding  machine  man  performs  the  same  service  mechanically. 
Either  the  blotter  book  man  or  the  adding  machine  man  should  be  eliminated. 

Collection  of  Taxes  on  Unsecured  Personalty 

As  pointed  out  in  that  chapter  of  this  report  relating  to  the  assessor's 
office,  the  assessor  collects  taxes  on  unsecured  personal  property  up  to  the 
time  the  rolls  are  turned  over  to  the  tax  collector  in  September.  The  assessor 
collects  on  the  rate  of  the  prior  year  and  the  difference  between  the  amount, 
thereof  and  the  amount  resulting  from  the  rate  of  the  current  year  is  collected 
by  the  tax  collector.  Besides  the  great  inconvenience  caused  to  the  citizens 
of  San  Francisco  an  unnecessary  cost  of  several  thousand  dollars  is  involved. 
This  entire  tax  should  be  collected  by  the  tax  collector  without  any  of  the 
extra  expense  now  incident  to  its  collection  by  the  assessor. 

Collection  of  Special  Assessments 

The  tax  collector  also  collects  the  special  assessments  levied  for  the  local 
tunnels  and  if  other  special  assessments  are  levied  he  will  also  collect  them. 
These  tunnel  assessments  were  spread  by  the  public  works  department  and 
the  methods  used  have  no  relation  to  the  office  of  the  tax  collector.  The 
assessments  are  payable  in  ten  installments,  seven  per  cent  interest  being 
charged  under  the  law  on  deferred  payments.  If  one  installment  becomes 
delinquent  the  entire  amount  immediately  is  due  and  receivable.  There  weri 
about  sixteen  thousand  assessments  and  eight  thousand  thereof  have  been 
paid  in  full.  Of  the  remaining  eight  thousand,  three  installments  have  been 
paid.  The  tax  collector  maintains  a  ledger  account  with  each  person  assessed, 
issues  the  bills  as  the  amounts  become  due  from  time  to  time,  and  makes 
collections.  The  clerical  cost  of  the  work  is  paid  from  the  proceeds  of  the, 
bonds  issued  to  cover  the  cost  of  the  improvement. 

Collection  of  License  Fees 


The  subject  of  issuing  and  inspecting  licenses  is  of  such  importance  that 
a  separate  chapter  is  devoted  to  it  in  this  report. 

At  the  present  time,  the  license  division  of  the  tax  collector's  office  com- 
prises five  clerks  at  $1800  per  year,  and  seventeen  clerks  at  $1500  per  year.; 
It  is  recommended  that  all  procedure  incident  to  the  application  for  and  the 
issuance  of  licenses  and  collection  of  license  fees  be  centralized  in  this  office; 
but  that  all  inspection  of  licenses  be  absolutely  divorced  from  the  work  of 
this  office  and  that  the  practice  of  making  outside  collections  be  discontinued. 
This  would  release  at  least  fourteen  clerks  at  $1500  a  year  and  two  clerks  at 
$1800  a  year,  or  an  aggregate  of  approximately  $25,000  a  year. 

After  deducting  the  cost  of  other  work  performed  in  this  office  by  tin 
license  inspectors  during  certain  months  of  the  year,  such  as  prebilling  taxet 
and  making  out  the  delinquent   lists,  a  net   annual  saving  of  not   less  thar 
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$15,000   should    result.      If   licenses    are    placed   on    an    annual    instead    of   a 
quarterly   basis  the  amount   saved  should  be  much  greater. 

Should  Collect  All  Revenues 


Although  the  best  form  of  organization  would  combine  this  office  with 
that  of  the  treasurer  it  should  in  any  event  be  the  central  collection  office 
of  the  government.  Among  the  additional  revenues  which  should  now  be 
collected  by  the  office  may  be  mentioned  the  inheritance  tax,  now  collected 
by  the  treasurer,  and  marriage  license  fees,  now  collected  by  the  county 
clerk.  The  present  tax  collector  states  that  he  could  collect  both  of  such 
classes  of  revenue  without  any  additional  expense.  On  the  other  hand  the 
change  should  result  in  a  considerable  financial  saving  in  the  office  of  the 
treasurer  and  county  clerk. 

Tax  redemptions  should  also  be  collected  by  the  tax  collector  instead  of 
by  the  present  method  of  through  the  auditor  and  treasurer. 

ISSUANCE  AND  INSPECTION  OF  LICENSES 

License  System  Needs  Reorganizing 

The  original  theory  of  licensing  certain  occupations,  trades  and  offices  was  the 
same  in  San  Francisco  as  in  other  cities.  It  was  for  the  purpose  of  exercising  that 
regulatory  jurisdiction  or  police  power  which  is  necessary  for  the  maintenance 
of  health,  order  and  general  well  being  of  a  community.  In  San  Francisco,  as 
elsewhere,  the  tendency  has  been  to  expand  on  the  original  theory  and  to  use  the 
licensing  power  as  a  means  of  increasing  the  city's  revenues.  In  fact,  it  is 
believed  that  San  Francisco  has  made  only  a  beginning  in  the  development  of 
this  source  of  revenue  and  that  there  is  a  great  need  for  thoroughly  overhaul- 
ing the  city's  entire  license  system,  including  a  revision  of  the  various  license 
ordinances  (and  if  possible  the  license  provisions  of  the  charter  itself),  a  com- 
plete reorganization  and  readjustment  of  the  business  methods  and  procedure 
incident  to  the  issuance  and  inspection  of  licenses. 

Many  of  the  existing  license  fees  are  too  low,  many  are  graduated  inequitably, 
and  a  considerable  number  of  occupations  and  businesses  which  should  be  licensed 
escape  payment  of  any  fee  whatsoever.  The  public  experiences  much  difficulty  in 
making  applications  for  licenses  because  of  the  decentralization  between  the 
offices  of  the  tax  collector,  police  department,  board  of  supervisors,  etc.  Most 
licenses  are  issued  quarterly  which  should  be  issued  annually  and  the  cost  of 
clerical  work,  as  well  as  the  cost  of  inspection,  is  thereby  increased  beyond 
all  justification.  In  short,  the  city's  license  system  falls  short  of  meeting  the 
city's  needs,  not  only  from  a  revenue  viewpoint,  but  also  as  regards  the  equity 
of  the  situation.  Preparation  and  adoption  of  the  measures  necessary  to 
correct  this  condition  should  not  be  longer  delayed.  It  should  be  faced 
resolutely  and  completely.    Nothing  less  will  produce  the  needed  results. 

The  first  step  should  be  the  appointment  of  a  special  commission  to  make 
an  intensive  study  of  the  city's  sources  of  miscellaneous  revenues.  Such  a 
commission  should  not  be  large  and  be  given  a  small  appropriation  sufficient 
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to  enable  it  to  make  the  necessary  investigation,  compile  the  necessary  data 
and  assist  in  formulating  the  conclusions  of  the  commission.  It  should  be 
required  to  submit  its  report  within  a  certain  definitized  time  limit.  It  is 
suggested  that  the  appointment  of  the  auditor,  tax  collector  and  assessor  as 
ex-officio  members  would  bring  to  the  commission  automatically  a  large  pro- 
portion of  the  information  needed. 

Revision  of  the  license  procedure  should  include  the  discontinuance  by  the 
police  committee  and  by  the  mayor's  office  of  the  issuing  of  certain  licenses 
free  of  charge.    License  fees  should  be  collected  uniformly. 

Collections  Centralized 

The  charter  provides  (Chap.  V,  Sec.  XI)  that 

"The  tax  collector  must  collect  all  licenses  which  may  at  any  time 
be  required  by  law  or  ordinance  to  be  collected  within  the  city  and 
county." 

Such  centralization  is  commendable,  and  it  should  be  extended  even 
further.  For  example,  some  of  the  permits  authorized  by  the  board  of  super- 
visors, and  which  are  issued  and  for  which  fees  are  collected  by  the  clerk  of 
the  board  of  supervisors,  are  in  reality  licenses.  The  designation  of  a  license 
as  a  permit  does  not  alter  the  character  thereof.  Similarly,  some  of  the  per- 
mits authorized  by  the  board  of  supervisors,  and  which  are  issued  and  for 
which  fees  are  collected  by  the  cashier  of  that  department,  are  really  licenses. 

While  considering  the  collection  of  license  fees,  attention  is  called  to  the 
fact  that  not  all  of  the  licenses  issued  by  the  tax  collector  are  paid  for  in 
that  office.  Some  of  the  fees  are  collected  at  the  licensee's  place  of  business 
by  the  license  inspectors  attached  to  the  tax  collector's  office.  When  an 
inspector  finds  a  licensable  place  without  a  license  he  is  allowed  either  to; 
leave  a  printed  notice  for  the  person  to  call  at  the  license  office  immediately 
and  obtain  a  license  or  he  may  collect  the  amount  of  the  license  fee.  In  the' 
latter  case,  he  is  supposed  to  write  out  a  receipt  on  a  blank  form  used  for  the 
notice  (there  being  no  special  receipt  form  for  this  purpose)  and  to  bring  the 
money  to  the  license  office  that  night  and  write  out  a  license  which  he  may 
either  mail  to  the  licensee  or  take  to  him  the  next  day.  Similarly,  when  an 
inspector  finds  a  place  which  has  a  license  which  needs  renewing,  he  may 
either  leave  a  notice  for  the  licensee  to  call  at  the  license  office  or  he  niav 
collect  the  fee  and  subsequently  mail  or  send  the  new  license. 

It  is  understood  that  most  of  the  license  collections  are  made  over  tin 
counter  in  the  tax  collector's  office,  that  most  of  the  field  collections  are  ii 
the  form  of  a  check  instead  of  in  cash ;  and  also  that  the  field  collection! 
are  merely  by  way  of  courtesy  to  the  licensees.  However,  it  is  submittec 
that  the  entire  method  of  allowing  inspectors  to  collect  license  fees  in  tin 
field  is  wrong.  It  unfairly  places  temptation  in  the  way  of  the  inspector! 
and  lays  the  city  open  to  loss.    Moreover,  it  is  unnecessary. 

In  so  far  as  auditing  and  accounting  control  can  be  secured  by  controlling 
the  license  documents,  the  necessary  steps  with  one  exception  have  beei 
taken.     The  documents  are  purchased  by  the   auditor  and   charged   on   hi  I 
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books  according  to  document  numbers  against  the  issuing  office  (tax  col- 
lector). The  latter  is  required  to  account  satisfactorily  at  the  end  of  each 
month  for  every  documenl  delivered  to  him.  The  system  is  satisfactory  with 
respect  to  those  licenses  which  are  fixed  and  definite  in  amount,  but  it  falls 
down  in  connection  with  licenses  which  are  variable  in  amount.  To  meet  this 
latter  condition,  it  is  recommended  that  documents  be  used  which  have  a 
graduated  coupon  stub  at  one  end  whereby  when  torn  off  with  an  angle 
Cutting  rule  the  amount  for  which  the  document  is  issued  may  be  readily 
ascertained  from  the  license  stub  which  is  returned  to  the  auditor.  This  is 
the  system  long  used  with  success  by  the  United  States  Government  in  issuing 
money  orders. 

It  is  recommended  that  when  the  annual  supply  of  license  documents  is 
purchased  each  year  that  more  attention  be  given  to  differentiating  the 
colors  thereof.  Not  merely  certain  words  or  figures  on  the  face  of  the  docu- 
ment should  appear  in  varying  colors  from  year  to  year,  but  the  entire  back- 
ground of  the  document  should  vary  so  that  an  inspector  may  see  at  a 
glance  whether  the  document  relates  to  the  current  year  or  to  the  preceding 
year. 

Applications  Should  Be  Centralized 

Although  the  issuance  of  the  license  documents  is  fairly  well  centralized, 
application  for  licenses  is  still  divided  between  the  office  of  the  tax  collector 
in  the  city  hall  and  the  police  department  in  the  hall  of  justice.  This  is  the 
cause  of  much  annoyance  to  the  public.  A  considerable  proportion  of  appli- 
cants appear  at  the  tax  collector's  office  in  the  city  hall  for  licenses  only  to 
,  be  told  that  they  must  call  at  the  police  department  in  the  hall  of  justice. 

The  requirement  that  the  police  department  shall  approve  all  license  ap- 
plications which  affect  police  administration  before  such  licenses  are  issued 
is  good  procedure.  Similarly,  all  license  applications  which  affect  the  work 
of  the  fire  department,  health  department,  etc.,  should  be  approved  by  such 
departments  before  license  documents  are  issued.  Nevertheless,  instead  of 
requiring  the  applicants  to  go  in  person  to  these  various  departments,  the 
making  of  applications  for  all  licenses  should  be  centralized  in  the  office  of 
the  tax  collector. 

With  respect  to  those  applications  which  should  be  approved  by  one  of 
the  various  departments  prior  to  issuance,  they  should  be  sent  promptly  to 
such  department,  the  proper  fees  should  be  collected,  the  applicant  being  told 
that  if  his  application  is  approved  the  license  will  be  mailed  to  him,  and,  if 
not,  that  the  fee  will  be  refunded.  (If  desired,  he  may,  of  course,  be  told  to 
return  to  the  city  hall  at  the  subsequent  date  for  his  license.) 

With  respect  to  those  applications  which  do  not  require  the  approval  of 
any  other  department,  the  license  document  should  issue  immediately  upon 
collection  of  the  fee.  All  necessary  investigation  and  approval  of  depart- 
ments would  thereby  be  conserved  and  the  making  of  applications  greatly 
simplified. 

In  the  making  of  applications,  it  is  urged  that  the  applicant  himself  be 
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required  to  fill  out  the  application  blank.     Except  occasionally  where  an  ap- 
plicant cannot  write  English,  the  license   clerks  should  not  be  required   tc 
fill  out  the  licensee's  application.    A  revision  of  the  present  procedure  in  t hi 
regard   will   conserve   a   considerable   amount    of   clerical   service   for   othei 
work. 

Applications  which  require  the  approval  of  other  departments  should  be 
prepared  in  such  form  that  when  filled  in  they  may  be  referred  automatically 
to  the  various  police  districts,  etc.,  in  which  the  licensed  premises  are  located, 
and  so  designed  that  the  commanding  officers  or  other  officials  may  write 
their  report  on  a  space  provided  in  the  application  form. 

In  this  connection  it  is  recommended,  with  respect  to  licenses  requiring 
police  approval,  that  history  cards  be  made  out  in  duplicate  and  one  copy 
forwarded  to  the  district  in  which  the  licensed  premises  are  located.  Card! 
should  include  printed  headings  on  the  reverse  side  calling  for  information 
concerning  complaints,  arrests  and  other  matters  observed  in  connection  with 
the  licensed  premises,  and  captains  should  be  required  by  rule  to  record 
thereon  all  data  of  such  character  and  to  report  such  information  to  head- 
quarters at  intervals  as  required. 

Too  Many  Quarterly  Licenses 

An  examination  of  the  license  ordinances  shows  that  most  of  the  licenses 
issued  by  the  city  cover  a  period  of  only  three  months  instead  of  a  year. 
This  is  entirely  too  short  a  period.  It  practically  multiplies  by  four  the 
cost  of  issuing,  and  also  the  cost  of  inspecting  the  licenses,  secures  to  the 
city  no  additional  control  beyond  that  which  it  might  obtain  by  licensing  on 
an  annual  basis,  and  is  a  source  of  annoyance  to  licensees.  The  argument 
that  the  latter  cannot  pajr  the  fees  as  readily  on  an  annual  basis  as  on  a 
quarterly  basis  is  not  borne  out  by  the  experience  of  other  cities,  because  the  j 
general  rule  throughout  the  country  is  to  issue  licenses  on  an  annual  basis.; 
Whatever  argument  there  may  be  in  favor  of  the  quarterly  licenses  as  a 
means  of  preventing  overcharging  those  licensees  who  begin  business  toward 
the  end  of  the  year,  it  is  easily  offset  by  the  fact  that  annual  licenses  which 
involve  a  large  fee  may,  if  desired,  be  pro  rated  on  a  quarter  or  six  months 
basis. 

At  the  present  time,  the  issuance  of  a  renewal  involves  as  much  '■red 
tape"  as  the  issuance  of  an  original  license.  For  example,  instead  of  the1 
police  department  merely  passing  upon  those  renewal  applications  against 
which  some  charges  or  objections  have  been  filed,  the  department  goes 
through  the  formality  of  officially  passing  upon  each  individual  applicatior 
every  three  months.  This  involves  various  signatures  not  only  in  the  policf 
department,  but  also  a  large  amount  of  clerical  routine  in  the  office  of  th< 
tax  collector. 

The  majority  of  licenses  should  be  issued  for  the  period  of  one  year,  1>< 
payable  strictly  in  advance,  and  be  made  terminable  as  follows : 

The  number  of  licenses  variable  in  amount  should  be  kept  at  an  absolute 
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minimum  because  of  the  difficulty  in  obtaining  audit  and  accounting  control 
thereover.  The  volume  of  work  (number  of  licenses)  having  been  estimated 
as  near  as  possible,  approximately  one-twelfth  of  the  licenses  should  be  made 
to  mature  at  the  beginning  of  each  month.  For  example,  all  licenses  for 
auctioneers,  bowling  alleys,  brokers,  etc.,  might  be  terminable  January  1st  of 
each  year;  all  licenses  for  caterers,  restaurants,  concert  halls,  etc.,  might  be 
terminable  February  1st  of  each  year;  all  licenses  for  apartment  houses, 
March  1st  ;  licenses  for  guides,  -lance  halls,  billiard  tables,  etc.,  April  1st, 
and  so  on  throughout  the  year.  The  kinds  of  licenses  here  suggested  are 
merely  illustrative  of  the  principle,  the  advantage  of  which  is  that  the  clerical 
work  will  not  only  be  divided  evenly  throughout  the  year,  but  the  cost 
thereof  will  be  greatly  simplified.  The  termination  dates  of  licenses  under 
tin-  present  methods  now  have  very  little  system.  They  are  issued  for  three 
months  from  the  date  discovered,  which  means  that  if  discovered  before  the 
15th  of  a  month  the  license  is  dated  as  of  the  first  of  that  month,  and  if 
discovered  after  the  15th  the  license  is  dated  as  of  the  first  of  the  next 
■ensuing  month,  thus  no  one  kind  of  license  terminates  at  any  fixed  time.  On 
the  other  hand,  on  the  first  of  each  month  a  considerable  number  of  every 
kind  of  license  terminates.  The  two  or  three  exceptions  to  the  above  state- 
ment are  that  of  licenses  for  guides,  peddlers  and  runners  which  terminate 
at  the  expiration  of  the  four  monthly  quarters  of  the  calendar. 

Excess  of  Cost 

As  a  result  of  issuing  licenses  on  a  quarterly  instead  of  an  annual  basis, 
and  as  a  result  of  the  defects  in  the  present  application  and  inspection  pro- 
cedure, the  cost  of  this  class  of  work  to  the  city  is  far  beyond  what  it  should 
be.  The  clerical  cost  of  the  license  division  in  the  tax  collector's  office  is  as 
follows :  two  clerks  at  $1,800  and  four  clerks  at  $1,500  throughout  the  year, 
also  approximately  two  months  clerical  work  of  the  license  adjuster  at 
$1,800,  and  three  months  of  the  assistant  license  adjuster  at  $1,800.  The 
aggregate  clerical  cost  of  licenses  in  this  office  is,  therefore,  approximately 
$10,350. 

The  clerical  cost  in  the  police  department  comprehends  a  sergeant  at 
$1,680,  full  time  of  six  detailed  patrolmen  at  $1,464,  and  one-half  the  time  of 
a  seventh  patrolman  at  the  same  rate,  or  an  aggregate  cost  of  approximately 
$11,200  in  the  police  department.  This  makes  the  total  cost  of  clerical  work 
$21,550  in  both  departments. 

The  inspection  cost  in  the  tax  collector's  office  includes  approximately  six 
months'  time  each  year  of  fourteen  inspectors  at  $1,500  and  of  two  inspectors 
at  $1,800,  or  a  total  inspection  cost  in  this  office  of  about  $12,300.  The  total 
clerical  and  inspection  cost  in  the  two  departments  is  thus  about  $33,850. 
Approximately  80  per  cent  of  the  time  of  an  $1,800  clerk  in  the  auditor's 
office  is  consumed  in  license  work.  When  the  $1,440  of  his  salary  is  added  to 
the  above  amount,  the  cost  of  issuing  and  inspecting  licenses  reaches  $35,286, 
and  it  is  to  be  noted  that  this  is  exclusive  of  all  overhead,  which  latter  in  the 
police  department  amounts  to  a  very  considerable  sum. 
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The  annual  receipts  from  licenses  are  approximately  $1,250,000  (in  1915-16 
the  collections  from  liquor  licenses  were  $1,007,270,  and  from  all  other 
licenses  were  $230,450,  a  total  of  $1,237,720).  Thus  the  $35,000  clerical  and 
inspection  cost  is  nearly  three  per  cent  of  the  aggregate  collections.  When 
it  is  considered  that  over  $1,000,000  or  approximately  eighty  per  cent  of  the 
above  amount  represents  liquor  licenses,  and  that  most  of  the  inspection  and 
clerical  service  relates  to  the  other  twenty  per  cent,  the  excess  cost  is  still 
more  apparent. 

Need  for  Revision  of  Fees 

Approximately  one-half  of  the  license  fees  are  on  a  graduated  basis,  i.  e., 
the  licensee  pays  according  to  some  sliding  scale.  The  methods  of  arriving 
at  the  amount  of  such  licenses  are  almost  as  diverse  as  the  number  thereof. 
The  result  is  that  in  most  cases  the  licensee  pays  the  minimum  fee  and  the 
graduated  scale  is  almost  as  inoperative  as  if  it  did  not  exist.  For  example, 
of  2,456  hotel,  lodging  house  and  apartment  house  licenses  granted  during 
the  quarter  from  April  to  July,  1915,  onty  52  persons,  or  about  2  per  centj 
paid  a  rate  above  the  $3.00  minimum.  Of  308  licenses  for  real  estate  agents. 
only  8,  or  less  than  3  per  cent,  paid  above  the  minimum  rate.  Similarly, 
only  13  out  of  127  stock  brokers,  7  out  of  74  merchandise  brokers,  3  out  of 
79  transfer  and  delivery  companies,  declared  above  the  minimum  rate. 

Obviously,  one  of  the  reasons  why  so  many  applicants  apply  for  the 
minimum  rate  is  the  wide  variation  between  the  various  classes.  For  ex- 
ample, the  minimum  rate  for  an  auctioneer's  license  is  $100  per  year  and  the 
next  rate  is  $200;  the  lowest  rate  for  merchandise  brokers  is  $20  per  year 
and  the  next  rate  is  $60,  etc.  The  temptation  to  make  false  returns  when 
there  is  such  a  wide  variation  of  fee  is  in  itself  a  serious  factor.  If  the 
principle  of  gradation  in  fees  is  to  be  continued  as  a  means  of  securing 
additional  revenue,  the  scale  should  be  revised  on  a  sound  basis,  because, 
as  now  operated,  the  revenue  is  not  much  greater  than  it  would  be  at  the 
minimum  rates. 

The  charter  contains  a  stipulation  that  no  license  taxes  shall  be  im- 
posed upon  any  person  who  at  any  fixed  place  of  business  in  the  city  and 
county  sells  or  manufactures  goods,  wares  or  merchandise,  except  such  as 
require  permits  from  the  board  of  police  commissioners.  The  result  is  that 
many  occupations  and  businesses  which  are  licensed  in  other  cities  escape ' 
payment  of  license  fees  in  San  Francisco.  The  provision  has  led  to  many 
seemingly  illogical  interpretations.  Just  why  bakeries  and  other  businesses! 
which  require  a  large  amount  of  inspection  as  a  sanitary  measure  should 
escape  payment  of  a  license  fee  is  not  apparent,  neither  is  it  clear  why  stores 
selling  liquor  in  sealed  packages  (ordinance  2569),  of  which  there  are  about 
2500  in  the  city,  should  escape  payment  of  any  license  fee.  Nor  is  it  clear' 
why  garages,  gasoline  sales  stations,  etc.,  are  permitted  to  operate  under 
what  is  known  as  a  permit  instead  of  an  adequate  license  fee.  On  the  other 
hand,  if  the  provision  were  drafted  for  the  purpose  of  preventing  double) 


Tax  Colli  dor     /ssiunui    and  Inspection  of  Licenses 


81 


taxation    of   values   subject   to  the   general    property   tax,   then   it   does  not 

appear  consistenl    to   require  apartmenl    bouse  owners  to  pay  a  license  fee. 

Many    other   examples   of  inconsistencies   of   the   present   scale   of   fees  are 

readily    apparent    to    anyone    who   will    take   the   trouble   to   look   into  the 

subject. 

Saloon  License  Fees 

Of  the  nineteen  cities  in  the  United  States  having  a  population  of  over 
300  000,  the  population  per  liquor  dealer  selling  by  the  drink  is,  with  one 
exception,  smaller  in  San  Francisco  than  in  any  other  city.  According  to 
the  United  States  Census  Bureau  (1915)  there  are  218  people  per  dealer 
selling  by  the  drink  in  San  Francisco,  whereas  in  Los  Angeles  there  are 
1,284  people  to  each  dealer.  The  significance  of  the  per  capita  in  the  vari- 
ous cities  is  apparent  in  the  attached  table. 

Not  only  does  San  Francisco  have  more  saloons  according  to  its  popula- 
tion than  do  other  cities  of  corresponding  size,  but  it  obtains  less  revenues 
therefrom.  Of  the  nineteen  cities  having  a  population  of  over  300,000, 
fifteen  collect  a  higher  annual  license  rate  than  does  San  Francisco,  three 
collect  the  same  rate  and  only  one  collects  a  lower  rate.  If  San  Francisco 
charged  the  same  rate  as  does  New  York,  Chicago,  Philadelphia,  Boston, 
Cleveland,  Baltimore,  Pittsburgh,  Cincinnati,  Washington,  Minneapolis  and 
Seattle,  its  annual  revenues  from  liquor  licenses  would  undoubtedly  be 
greatly  increased.  Naturally,  the  number  of  saloons  would  become  less  but 
the  net  increase  would  nevertheless  be  a  distinct  gain. 


LIQUOR  LICENSE  FEES  ON  PER  CAPITA  BASIS  IN  CITIES  HAVING  POPULATION 

OF  OVER  300,000. 

General  Statistics  of  Cities — United  States  Census  Bureau,  1915. 


Name  of  City. 


Population. 


Number   of 

Dealers 
Selling   by 
the  Drink. 


Annual  Rate 
of  Saloon 
License. 


Population 
per  Dealer 
Selling  by 
the  Drink. 


New  York 5,333,539 

Chicago 2,397,600 

Philadelphia 1,657,810 

St.  Louis   737,497 

Boston    734,747 

Cleveland     639,431 

Baltimore    579,590 

Pittsburgh   564,878 

Detroit    546,183 

Buffalo    457,723 

San  Francisco    452,255 

Los  Angeles   452,140 

Milwaukee     419,589 

Cincinnati    402,175 

Newark    389,106 

New  Orleans 361,221 

Washington     356,028 

Minneapolis    343,466 

Seattle    313,029 


0,357 

515 

7,152 

$1,000 

335 

1,922 

1,100 

862 

2,300 

800 

321 

715 

1,200 

1,028 

1,258 

1,000 

508 

1,203 

1,000 

482 

787 

1,100 

718 

1,377 

500 

397 

1,653 

750 

277 

2,073 

500 

218 

352 

2,100 

1,284 

2,018 

200 

208 

880 

1,000 

457 

1,386 

500 

281 

1,488 

500-1,600 

243 

300 

1,000 

1,187 

401 

1,000 

856 

329 

1,000 

951 
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Saloon  Licensees  Should  Give  Bond 

Not  only  should  vendors  of  liquor  in  sealed  packages  pay  a  license  of 
some  character  to  the  city  and  saloons  selling  liquor  by  the  drink  pay  a 
higher  license  rate  than  at  present,  but  the  latter  should  also  furnish  bond  to 
the  city  at  the  time  their  licenses  are  issued,  guaranteeing  that  the  regula 
tions  under  which  the  license  is  issued  will  be  observed  and  that  the  city 
will  not  suffer  damage  by  violation  thereof.  At  the  present  time  the  appli 
cants  for  liquor  licenses  are  not  even  required  to  swear  to  the  truth  of  the 
statements  contained  in  their  applications.  They  should  be  required  to  make 
affidavit  thereto  under  oath  and  also  to  furnish  the  city  with  properly  ap 
proved  bond. 

Police  Should  Make  License  Inspections 

The  maintenance  of  a  staff  of  license  inspectors  in  the  office  of  the  ta: 
collector  is  wasteful.  The  city  has  a  large  force  of  police  patrolmen  through- 
out the  city  every  day  in  the  week  available  for  performing  this  charactei 
of  service;  in  fact,  in  nearly  all  cities  license  inspection  service  is  renderec 
by  the  police,  and  properly  so.  That  is  where  it  belongs.  Some  cities  set 
aside  a  certain  day  each  month,  each  quarter  or  each  six  month  period, 
when  every  patrolman  is  required  to  inspect  every  Licenseable  occupation, 
business,  etc.,  on  his  beat,  and  to  submit  a  written  report  thereon.  Othei 
cities  require  a  current  inspection  thereof  by  the  police  throughout  the  year. 
Whatever  plan  seems  preferable  in  San  Francisco,  the  police  should  never- 
theless be  required  to  do  this  work,  and  thus  save  the  $12,000  annually 
paid  for  special  inspectors  in  the  tax  collector's  office. 

Supplementing  the  police  inspection  and  operating  as  an  overhead  cheel 
on  the  integrity  thereof,  a  sort  of  moral  control,  one  or  two  field  auditors 
should  be  detailed  from  the  auditor's  office  to  make  re-inspections  over  the 
heads  of  the  police.  Such  work  is  properly  an  audit  function,  in  fact,  so 
much  so  that  if  the  inspection  were  not  turned  over  to  the  police,  it  would 
belong  more  properly  in  the  auditor's  office  than  in  the  office  of  the  tax 
collector. 

In  connection  with  the  present  method  of  license  inspection,  it  is  to  be 
noted  that  the  inspectors  in  the  tax  collector's  office  report  at  the  city  hall 
both  morning  and  evening.  This  is  bad  procedure.  Xo  field  inspector  should 
come  to  the  city  hall  twice  a  day.  Aside  from  the  time  consumed  getting 
there  and  then  getting  back  to  that  part  of  the  city  where  he  makes  his 
inspections,  there  is  usually  considerable  time  spent  needlessly  in  the  office. 
When  it  is  desired  to  check  in  on  field  inspectors  oftener  than  once  a  day. 
they  should  be  required  to  report  in  by  telephone,  giving  the  telephone 
number  of  the  place  from  which  they  call.  then,  after  hanging  up  the 
receiver,  waiting  there  while  the  office  calls  back  to  verify  the  fact  that  the 
inspector  is  calling  from  that  location. 

Although   it   is  clear  that   the   officials   in   supervision    of   the    inspection 
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service  as  now  organized  in  the  tax  collector's  office  arc  endeavoring  to 
secure  greater  efficiency  therein,  there  is  nevertheless  considerable  room  for 
further  improvement.  For  example,  there  are  two  overhead  inspectors, 
known  as  the  adjuster  and  assistant  adjuster,  who  go  out  themselves  on 
dit'licnlt  cases  when  the  inspectors  cannot  make  collections.  This  procedure 
Should  he  reversed  and  tile  overhead  inspectors  should  go  around  the  city 
without  notice  to  the  inspectors,  make  re  inspect  ions  and  render  daily  COn- 
fidential   reports  of  their  findings. 

The  superintendent  of  the  license  division  lias  inaugurated  the  plan  of 
tabulating  monthly  the  number  of  licenses  unpaid.  Obviously,  such  tabula- 
tion should  contain  an  analysis  showing  the  length  of  time  such  licenses  are 
delinquent  if  it  is  to  be  of  any  real  administrative  use  in  improving  the 
efficiency  of  the  inspectors,  lint  this  important  feature  of  the  tabulation 
is  overlooked  and  merely  the  number  of  delinquents  in  each  district  at  the 
first  of  the  current    month  is  set  forth. 

Should  Simplify  Records 

Inspectors  in  the  tax  collector's  office  use  loose-leaf  field  books.  The 
general  design  thereof  meets  the  need  adequately,  but  the  men  go  to  the 
unnecessary  work  of  making  out  each  book  in  duplicate,  one  being  left  in 
the  office  for  reference  purposes  and  the  other  being  carried  in  the  field. 
Supplementing  these  loose-leaf  field  books,  several  large  bound  records  are 
maintained  in  the  office.  It  is  recommended  that  the  office  records  and  field 
books  be  superseded  by  a  card  system,  as  follows : 

For  each  license  issued  a  3x5  card  should  be  written  in  triplicate.  These 
cards  should  be  purchased  in  strips,  each  strip  being  a  separate  color.  Car- 
bon should  be  purchased  in  strips  of  corresponding  size.  Cards  can  thus 
be  typewritten  rapidly  each  day  on  the  triplicate  strips  and  when  cut  apart 
he  filed  in  separate  cabinets  alphabetically  according  to— 

1 — Kind  of  license,  with  names  of  licensees  arranged  alphabetically  for 

each  kind ; 
2 — Streets  and  street  numbers; 
3 — Terminal  dates. 

Simple  aluminum  or  leather  covered  loose-leaf  binders  being  used  for  field 
books,  the  inspectors  can  readily  take  from  the  cabinet  daily  as  they  begin 
their  inspections  the  cards  for  those  licenses  which  they  desire  to  inspect 
that  day. 
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THE  BUDGET 


Budget  Calendar 

The  budget  dates  as  set  forth  in  the  charter  are  as  follows : 

1 — On  or  before  the  first  Monday  in  April  of  each  year,  the  heads  of  depart- 
ments, offices,  boards,  etc.,  must  send  to  the  supervisors  an  estimate 
in  writing  of  the  amounts  required  in  their  respective  branches  of  the 
government  during  the  ensuing  year.  It  is  required  that  duplicates 
of  these  estimates  be  sent  to  the  auditor  at  the  same  time. 

2 — On  or  before  the  first  Monday  of  May  in  each  year,  the  auditor  is  re- 
quired to  transmit  to  the  supervisors  an  estimate  of  the  probable  ex- 
penditures of  the  entire  government  during  the  ensuing  year,  together 
with  an  estimate  of  the  amount  of  revenues  which  will  be  received 
during  the  year  and  the  probable  amount  required  to  be  raised  by 
taxation. 

3 — It  is  required  that  the  supervisors  shall  meet  annually  between  the  first 
Monday  of  May  and  the  first  Monday  of  June,  and  by  a  vote  of  the 
majority  of  all  the  members  agree  on  a  budget  of  the  amounts  required] 

4 — Any  item  in  the  budget  as  agreed  upon  by  the  supervisors  may,  within 
ten  days,  be  vetoed  in  whole  or  in  part  by  the  mayor,  and  it  is  neces- 
sary to  have  fifteen  votes  of  the  supervisors  to  overcome  such  veto. 
Final  action  on  the  budget  appropriations  must  be  taken  before  the 
last  Monday  of  June,  and  when  finally  approved  and  signed  by  the 
mayor  and  clerk  of  the  supervisors,  the  several  funds  are  appropriated 
and  the  copy  filed  with  the  auditor. 

Preparation  of  Estimates 

Examination  of  the  dates  set  forth   on  the  estimates  received  from  the 
various  departments  shows  that  they  are  prepared  and  submitted  prior  to 
the  first  Monday  of  April  as  required  by  charter.     No  standard  forms  of 
stationery  are  used  in  submitting  these  departmental  estimates.     All  kinds ' 
and  sizes  and  rulings  of  stationery  are  used.     Neither  is  there  any  standard  '< 
classification  of  functions  or  parts  of  expenditures.     The  estimates  submitted 
by  most  of  the   departments   contain   no   comparative   data   relative   to   the 
increase  or  decrease  of  such  estimates  in  their  relation  to  the  preceding  year.1 
Similarly  most  of  the  estimates  contain  no  explanatory  notes  relative  to  the 
need   for   the    amounts   requested.      Some   show   a    few    simple    explanations,' 
but  no  comparative  data,  and  others  show  a  certain  amount  of  the  latter, 
but   no   explanations.     In  short,    each   department    has   been   free   to   follow 
its  own  fancy  in  preparing  its  annual  estimates.     There  has  been  no  standard- 
ization whatsoever  with  respect  to  either  functionalization,  detail   classifica- 
tions, comparative  data,  explanatory  notes,  method  of  presentation,  etc. 

The  auditor  has  been  on  record  for  several  years  in  recommending  as  a( 
start  the  adoption  of  the  broad   functional  budget   grouping   recommended 
by  the  United  States  Census  Bureau.     He  also  senses  the  need  for  adopting 
a  standard  classification,  and,  in  fact,  a  complete  procedure  with  respect  t( 
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tin-  city's  annual  budget  which  shall  conform  with  modern  practice  and 
compare  favorably  with  thai  used  by  other  progressive  cities.  Members  of 
the  finance  committee  have  also  express.'. l  their  desire  that  such  steps  be 
taken.  If  consideration  is  to  be  given  understanding^  to  the  appropriation 
requests  for  the  oexl  year  and  each  Bubsequenl  year,  it  is  imperative  that 
;i  complete  revision  be  made  of  the  present  budget  practices. 

To  facilitate  consideration  of  the  various  departmental  estimates  by  the 
mayor,  by  the  legislative  branch  of  the  government,  and  by  the  public  at 
large,  uniform  blanks  should  be  designed,  printed,  and  a  supply  thereof 
distributed  to  the  department  heads  for  use  by  them  in  preparing  their 
estimates.  Such  forms  should  be  standard  for  all  departments  and  include 
complete  detail  instructions  for  their  preparation.  They  should  provide  for 
showing  separately  for  each  class  of  expenditure  (1)  expense  incurred  each 
year  for  the  preceding  two  years;  (2)  appropriations  for  and  expenses 
incurred  to  date  during  the  current  year,  or  estimated  amount  for  the  entire 
current  year;  (3)  estimated  expenses  for  the  ensuing  year;  (4)  increases 
and  decreases  between  preceding  years',  current  year's,  and  next  year's 
estimates.  All  increases  for  personal  service  should  show  clearly  whether 
caused  by  new  positions  or  by  increase  in  salaries  of  present  incumbents. 
Such  forms  have  been  designed  by  many  cities  throughout  the  country,  and 
copies  thereof  may  readily  be  obtained  as  a  guide. 

The  Bureau  of  Municipal  Research  advocates  an  executive  budget  system. 
It  is,  therefore,  urged  that  all  departmental  estimates  be  submitted  to  the 
mayor  by  the  various  executive  departments  and  be  thoroughly  digested  by 
him  before  submittal  to  the  board  of  supervisors ;  also,  that  the  mayor  shall 
prepare  a  complete  budget  as  hereinafter  described  and  submit  it  to  the 
supervisors  as  his  program  for  the  ensuing  year.  Being  a  principal  part  of 
his  administrative  policy  for  such  year,  he  should  be  prepared  to  defend  it 
before  the  supervisors.  His  should  be  the  responsibility  for  preparing  the 
work  plans  and  submitting  the  city's  administrative  policies,  and  it  should 
remain  for  the  representative  branch  of  the  government  (the  supervisors) 
to  pass  judgment  upon  the  plans  and  policies  thus  submitted. 

The  almost  complete  lack  of  that  kind  of  information  which  should  be 
fundamental  in  preparing  budget  estimates  is  fully  discussed  in  a  report 
submitted  to  the  mayor  and  board  of  supervisors  May  18,  1916,  by  the  San 
Francisco  Real  Estate  Board,  by  the  tax  committee  thereof,  and  printed  in 
the  official  journal  of  proceedings  of  the  board  of  supervisors  (Volume  II, 
New  Series  No.  21).  That  report  should  be  a  sufficient  exposition  of  the  utter 
inadequacy  of  the  city's  present  methods  of  preparing  budget  estimates  to 
cause  an  immediate  and  complete  revision  thereof.  In  such  undertaking 
there  should  be  hearty  cooperation  between  every  official  and  branch  of  the 
city  government. 

Budget  Publicity 

During  the  period  when  the  estimates  are  being  considered  by  the  finance 
committee,  department  heads  in  turn  are  requested  to  appear  and  discuss 
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with  the  committee  the  amounts  requested.  Most  of  these  meetings  art- 
open  to  whoever  may  desire  to  sit  in  and  listen  or  to  be  heard  by  the  com- 
mittee. The  committee  should  encourage  participation  by  the  public  in  con- 
sidering the  estimates.  To  this  end  it  is  essential  that  the  estimates  be  pre- 
pared not  only  in  detail,  but  that  adequate  copies  thereof  be  made  available 
for  public  use  so  that  those  persons  or  organizations  which  desire  to  be  heard 
before  the  finance  committee  may  speak  understanding^  and  with  the  light 
of  complete  information.  No  headway  can  be  made  by  the  public  officials 
of  the  government  in  inspiring  confidence  and  cooperation  of  the  taxpayers 
until  steps  are  taken  to  furnish  the  latter  with  adequate  information  con- 
cerning the  city's  expenses  and  revenues,  and  no  headway  can  be  made  by 
the  taxpayers  in  assisting  the  city  officials  until  they  are  provided  with  such 
information.  General  criticism  and  general  suggestions  accomplish  nothing, 
whereas  properly  directed  criticism  to  specific  conditions  accompanied  with 
specific  suggestions  as  to  correct  measures  naturally  tend  to  produce  good 
results.  In  accordance  with  the  charter  requirement,  the  supervisors  hold 
a  public  hearing  at  which  taxpayers  may  be  heard  in  connection  with  the 
estimates,  and  public  hearings  have  also  been  held  by  the  mayor.  Such 
hearings  are  highly  desirable  and  should  be  continued,  but  to  accomplish 
their  real  purpose,  it  is  essential  that  the  budget  estimates  be  prepared  in 
such  detail  as  will  afford  a  basis  for  real  understanding  of  the  appropriation! 
requested. 

Budget  Content 

The  annual  budget  of  the  city  of  San  Francisco  should  function  as  (1)  a 
medium  of  informing  the  electorate  relative  to  the  city's  finances;  its  trans- 
actions during  the  past  year,  present  condition,  and  plans  for  the  future; 
(2)  an  aid  in  making  appropriations  and  in  other  local  legislation;  (3)  an 
aid  to  the  mayor  and  other  executive  officers  in  the  performance  of  their 
administrative  duties. 

In  order  that  the  city's  budget  may  serve  the  three  purposes  above  indi- 
cated, it  should  contain 

(1)  A  balance  sheet  showing  what  the  city  owes  and  what  it  owns; 

(2)  A  fund  statement  showing  condition  of  the  various  appropriations, 

the  amount  of  appropriations  remaining  unencumbered,  and  the 
amount  of  revenues  remaining  unappropriated; 

(3)  A  statement  of  past  operations  and  an  estimate  of  next  year's  oper- 

ations— showing  in  comparative  form  as  a  basis  for  judgment  the 
revenues  and  expenses  which  accrued  during  each  of  the  preceding 
two  years,  and  the  estimated  accruals  for  the  next  year — the  rev- 
enues classified  according  to  sources  and  the  expenses  classified 
according  to  functions  and  subfunctions.  The  statement  of  expenses 
of  past  years  should  be  supplemented  by  detailed  statements  of 
unit  costs  of  all  kinds  of  services  for  which  it  is  possible  to  prepare 
such  costs; 

(4)  Explanatory  text  relative  to  the  conditions,  reasons,   etc.  connected 

with  the  estimates  for  the  ensuing  year,  also  a  work  program  show 
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itiLr  the  undertakings  in  be  begun  and  those  to  be  completed  during 
tlif  i it- \ t  year  and  each  of  several  years  in  advance; 
An  appropriation  bill  containing  amounts  and   all   necessary   phrase- 
ology   relating    to    specifications,    requirements    and    conditions    gov- 
erning the  expenditure  thereof; 
(6)  Proposed  measures  Eor  revenue-raising  and  for  borrowing. 

In  the  sense  that  a  budgel  contains  the  above-named  features,  San  Fran- 
cisco may  be  said  to  have  qo  budget,  because  the  documents  submitted  to 
the  board   of  supervisors  do  not   contain   such   information. 

Form  of  Appropriation 

Taking  the  appropriations  as  a  whole,  the  principle  followed  is  neither 
one  of  segregation  nor  is  ii  one  of  lump  sums.  There  are  many  Lump  sum 
appropriations  throughout  the  budget,  in  fact,  many  of  such  appropriations 
are  for  very  large  amounts,  but  there  is  also  a  large  amount  of  detail  or 
segregation  in  the  appropriations.  The  fact  is,  no  definite  policy  has  been 
followed.  The  same  statement  holds  true  with  respect  to  functionalization — 
here  and  there  appropriations  are  made  by  functions  or  Bubfunctions,  while 
scattered  throughout  the  report  are  many  appropriations  made  for  specific 
services  or  commodities  or  other  objects  of  expenditure. 

The  grouping  of  appropriation  estimates  and  of  appropriations  should 
conform  first  to  the  grouping  recommended  by  the  United  States  Census 
Bureau  for  all  cities  of  over  30,000  population.  Each  grouping  under  that 
classification  should  be  arranged  by  such  functions  and  subfunctions  as  will 
constitute  a  proper  appropriation  basis.  In  preparing  the  appropriation 
estimates  each  year,  the  amounts  requested  for  each  of  such  functions  or 
subfunctions  should  be  set  forth  in  much  detail.  All  estimates  for  personal 
service  should  be  supported  by  a  civil  list  in  which  every  position  is  set  forth 
separately  as  to  its  title,  rate  of  compensation,  etc. 

With  respect  to  estimates  for  other  than  personal  service,  there  should 
be  schedules  showing  the  amount  desired  for  each  class,  sub-class  and  kind 
of  commodities.  Such  information  should  be  supplied  automatically  by 
drawing  off  the  columnar  totals  of  expense  ledgers.  Several  cities,  including 
Chicago,  Cleveland,  Pittsburgh,  St.  Louis,  etc.,  have  for  several  years  used 
detailed  classifications  of  commodities  as  a  basis  for  accounting  and  for 
appropriation  estimates.     San  Francisco  should  do  likewise. 

It  is  good  procedure  to  appropriate  in  lump  sums  for  purposes  other  than 
salaries  and  wages,  provided  records  of  expenses  and  unit  cost  of  service 
rendered  are  maintained  in  sufficient  detail  to  serve  as  a  basis  for  adminis- 
trative judgment  when  granting  appropriations,  and  provided  further  that 
adequate  specifications  and  restrictions  are  included  in  the  appropriation 
bill  relative  to  the  expenditure  of  the  amounts  appropriated.  The  first  step, 
therefore,  for  San  Francisco  is  to  install  an  adequate  expense  and  unit  cost 
system  of  accounting  so  that  a  policy  of  making  appropriations  in  larger 
sums  may  safely  be   adopted.     However,   it  wrould  be   a    great   mistake   to 
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grant  lump  sum  appropriations  otherwise,  because  there  would  then  be  no 
basis  for  any  kind  of  control  thereover. 

It  is  suggested  that  after  the  appropriations  have  been  functionalized  the 
only  appropriation  titles  which  would  need  to  be  recognized  in  the  appro- 
priation bill  would  be  such  as — 

1 — Salaries  and  wages; 

2 — Supplies ; 

3— Material ; 

4 — Equipment ; 

5 — Personal  service  by  contract  or  open  order; 

6 — Gifts,  grants  or  subventions  to  institutions; 

7 — Fixed  charges; 

8 — Contingencies. 

In  fact,  items  six  and  seven  would  occur  only  once  for  the  entire  city 
and  the  use  of  five  and  eight  would  not  be  frequent.  The  charges  against 
such  appropriations  as  those  suggested  would  be  in  the  nature  of  expendi- 
tures or  payments  as  distinguished  from  expenses  or  costs.  All  necessary 
control  over  salaries  and  wages  should  be  secured  by  establishing  a  complete 
civil  list  at  the  beginning  of  each  year,  which  will  limit  the  number 
of  employees  but  will  permit  of  transferring  them  from  one  department  to 
another  as  the  exigencies  of  the  work  in  the  various  offices  may  demand. 
Such  flexibility  would  be  promotive  of  efficiency  throughout  the  service 
and  there  would  still  exist  an  adequate  basis  for  payroll  control. 

Control  and  economy  in  expenditure  of  appropriations  for  materials, 
supplies  and  equipment  should  be  insured  by  adopting  standard  specifica- 
tions and  procedures  and  including  a  clause  in  the  appropriation  hill  whereby 
the  expenditures  must  be  governed  by  such  safe  specifications  and  pro- 
cedures. 

To  secure  the  best  results  each  separate  function  of  a  department  should 
be  controlled  by  maintaining  a  system  of  allotment  accounts.  These  allotments 
should  be  made  as  follows :  At  the  beginning  of  the  year  after  the  annual 
appropriations  have  been  made,  each  department  head  would  submit  to  the! 
mayor  his  request  for  an  allotment  from  his  appropriations  of  an  amount 
sufficient  to  conduct  his  department  during  the  first  three  months  of  the 
year.  At  the  end  of  the  quarter,  he  would  render  a  report  of  results 
obtained  and  also  set  forth  fully  how  the  allotment  was  expended — as  shown 
on  the  allotment  ledger  accounts  and  unit  cost  accounts  maintained  in  his 
department.  Such  statements  of  results  and  expenditures  would  serve  as  a 
basis  for  the  request  which  he  would  submit  at  the  same  time  for  an  allot- 
ment to  cover  the  succeeding  three  months.  At  the  end  of  the  quarter,  and; 
each  successive  quarter,  the  same  procedure  would  be  followed.  Thus  a 
flexibility  would  be  given  to  the  appropriation  system  which  does  not  no"w 
obtain,  except  as  it  relates  to  two  or  three  appropriations  for  public  work* 
functions,  and  which,  instead  of  being  allotted  by  the  executive  branch  o. 
the  government,  are  allotted  by  the  legislative  branch.  Moreover,  such  allot 
ments  as  are  now  made  are  not  made  dependent  upon  the  efficiency  witl 
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which  similar  allotments  have  been  expended  during  the  preceding  quarter, 
month  or  week. 

Tin-  expense  and  unit  cost  records  of  the  several  departments  should  he 
audited  frequently  by  the  auditor  to  determine  the  correctness  thereof,  so 
that  when  the  departments  present  their  figures  in  support  of  annual  appro- 
priations, and  in  support  of  requests  for  quarterly  allotments,  there  may  be 
no  question  of  the  reliability  thereof. 

Under  the  system  herein  outlined,  appropriation  and  allotment  account- 
ing would  be  on  quite  a  different  basis.  Appropriation  ledger  accounts  in 
the  auditor's  offices  would  be  posted  from  the  payrolls  and  purchase  order 
vouchers  (demands),  whereas,  allotment  ledger  accounts  in  the  department 
would  be  posted  from  the  time  sheets,  store  reports,  etc. 

Supplementary  Appropriations 

Instead    of    limiting    the    expenditures    of   the    city    departments    to    the 

amounts  set  forth  in  the  annual   estimates    (appropriations)    as  adopted  at 

!   the  beginning  of  the  fiscal  year,  it  has  been  the  custom   of  the  board  of 

supervisors  to  make  supplementary  appropriations  from  time  to  time  during 

the  year. 

The  theory,  or  rather  the  hope,  which  actuates  the  supervisors  in  making 
such  additional  appropriations  is  that  there  will  remain  at  the  end  of  the 
year  a  net  balance  of  the  original  appropriations  which  will  be  unencumbered 
and  free  from  all  liabilities  and  available  for  meeting  the  amounts  subse- 
quently appropriated.  Another  theory  is  based  on  the  assumption  that  the 
revenue  collections  of  the  year  were  underestimated  when  the  budget  was 
constructed  at  the  beginning  of  the  year,  and  that  there  will  be  additional 
revenues  to  support  such  additional  appropriations  as  may  be  made. 

During  the  year  1915-16  the  supervisors  made  supplementary  appropri- 
ations from  time  to  time  during  the  year  of  $50,876.75,  as  shown  by  the 
following  statement : 

Date.                     For.  Amount. 

Nov.  16, 1915.  City  attorney— Spring  Valley— defense $15,000.00 

Jan.  27, 1916.  City  attorney— Spring  Valley— rates  12,000.00 

Mar.  23, 1916.  Two  additional  tel.  apr.  City  Hall 595.00 

"     29,     "  City  attorney— Spring  Valley— litigation  12,000.00 

"      29,     "  Power   plant— Relief   Home 1,500.00 

May  10,     "  Assessor — expense — date  on  property 300.00 

"      10,     "  Additional  janitors— April    1,890.00 

"      10,     "  Additional  janitors— May   1,500.00 

16,     "  Furniture — auditor's  office   520.00 

16,     "  Repairs— York— 18th  and  20th  Sts 350.00 

"      24,     "  Extra  clerk  hire — assessor  3,300.00 

June    6,     "  Matson — sheriff  435.00 

6,     "  Additional  furniture— City  Hall 711.75 

27,     "  Lockers — recorder    675.00 

27,     "  Repairs — Department  of  Elections    100.00 

$50,876.75 
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These  appropriations  were  made  with  the  expectation  that  there  would 
be  an  unencumbered  net  surplus  available  at  the  end  of  the  year  sufficient  to 
provide  for  them.  The  danger  of  permitting  such  supplementary  appropri- 
ations is  well  illustrated  by  the  conditions  at  the  end  of  1915-16.  Instead  of] 
there  being  a  surplus  available  to  meet  the  supplementary  appropriation! 
as  had  been  hoped,  it  transpired  that  there  was  in  fact  a  deficiency  of  sev- 
eral thousand  dollars. 

Not  only  does  the  practice  of  making  supplementary  appropriations  place 
the  officials  in  danger  of  overencumbering  the  actual  revenues  of  a  year, 
but  it  tends  to  nullify  all  the  work  which  has  been  done  at  budget  making 
time.  It  avails  but  little  to  spend  weeks  in  considering  budget  appropri- 
ation estimates  in  public  hearings  and  discussions  if,  subsequently  during 
the  year,  additional  appropriations  are  quietly  adopted  for  purposes  which 
were  not  considered  or  discussed  at  budget  making  time  when  the  city's 
financial  condition  was  in  the  public  limelight.  Particularly  in  San  Fran- 
cisco is  there  no  need  for  such  a  practice,  because  it  is  even  provided  in 
the  charter  that  there  shall  be  appropriated  each  year  a  contingent  fund 
of  not  less  than  $100,000  to  be  used  for  urgent  necessities  not  otherwise 
provided  for.  It  is  true  that  more  definite  restrictions  should  be  prescribed 
with  respect  to  making  expenditures  from  this  $100,000  fund.  For  example, 
it  should  not  be  permitted  to  be  used  except  in  cases  of  conflagrations, 
floods  or  other  great  emergencies,  but,  nevertheless,  it  makes  unnecessarv 
the  granting  of  additional  appropriations. 

The  plan  of  making  annual  appropriations  as  outlined  herein  and  allotting 
quarterly  therefrom  is  the  best  means  available  for  preventing  the  recurrence 
each  year  of  supplementary  appropriations. 

PURCHASE  OF  SUPPLIES,  MATERIALS  AND  EQUIPMENT 

If  the  supplies,  materials  and  equipment  used  by  a  city  are  to  be  pur- 
chased economically,  six  definite  steps  are  necessary: 

1 — Centralization  of  purchasing  power ; 

2 — Standardization  of  specifications  ; 

3 — Purchasing  in  large  quantities  and  by  obtaining  bids; 

4 — Adequate  inspection  and  test   of  deliveries ; 

5 — Prompt  payment  to  vendors; 

6 — Central  storehouse  and  accounting  control  over  goods  in  storage. 

An  examination  of  the  purchasing  methods  used  by  the  City  of  San 
Francisco  indicates  that,  although  considerable  attention  has  been  given  to 
the  subject,  and  the  city  is  undoubtedly  getting  better  results  than  formerly, 
the  present  purchasing  procedure  is  nevertheless  so  defective  in  all  six  of 
the  factors  enumerated  above  as  seriously  to  militate  against  that  economy 
in  buying  to  which  the  city  is  entitled  and  which  is  within  reach  if  the 
corrective  measures  here  set  forth  are  adopted. 
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Centralization  of  Purchasing  Power 

There  is  no  need  in  this  report  to  state  the  arguments  in  favor  of  com- 
pletely centralizing  the  city's  purchasing  power.  Everyone  knows  that  a 
customer  with  a  large  purchasing  power  is  in  a  position  to  obtain  much 
Lower  prices  than  a  customer  -with  less  authority.  San  Francisco  spends  up- 
ward of  a  million  and  a  half  dollars  for  supplies,  materials  and  equipment 
annually  and  is,  therefore,  in  a  position  to  obtain  low  wholesale  prices,  and, 
in  fact,  to  obtain  manufacturers'  prices  on  a  large  portion  of  its  purchase. 

A  charter  amendment  of  December  10,  1912,  gave  the  board  of  super- 
visors power: 

"To  provide  for  and  regulate  the  purchase,  storage,  and  distribution 
of  all  supplies  for  the  various  offices  and  departments,  and  may  provide 
for  the  establishment  of  a  bureau  of  supplies  and  the  employment  of  a 
chief  of  such  bureau  with  necessary  employees  and  salaries  therefor. 
The  bureau  so  established  may  furnish  all  supplies  and  materials  re- 
quired by  any  officer  or  department  of  the  city  and  county." 

The  use  of  the  word  ''may"  in  the  above  amendment  instead  of  the  word 
shall"  kept  the  provision  from  being  mandatory  and,  as  a  result,  no  bureau 
of  supplies  has  been  established. 

The  need  is  not  for  a  large  bureau  with  a  large  staff  of  clerks,  book- 
keepers, inspectors,  storekeepers,  etc.,  but  for  a  comparatively  small,  com- 
pact organization,  thoroughly  equipped  as  a  purchasing  agency  and  with 
necessary  authority  and  freedom  from  political  interference  from  members 
of  the  board  of  supervisors,  department  heads  and  others  so  that  it  may 
devote  itself  exclusively  to  placing  the  city's  buying  power  on  a  scientific 
basis.  Most  of  the  large  cities  of  the  United  States  have  long  had  the  cen- 
tral purchasing  agencies  as  an  officially  recognized  and  important  branch 
of  their  governments.  In  fact,  the  neighbors  of  San  Francisco  on  the  north 
and  south — Portland  and  Los  Angeles — each  have  their  effective  purchasing 
organizations. 

In  San  Francisco  the  purchases  are  really  made  by  the  supplies  com- 
mittee of  the  board  of  supervisors,  notwithstanding  the  fact  that  pur- 
chasing is  strictly  an  administrative  fimction,  while  the  board  of  supervisors 
and  its  committee  are  primarily  established  to  exercise  legislative  functions. 
The  purchasing  of  supplies  by  this  legislative  body  is  one  of  the  many 
examples  apparent  in  this  survey  of  the  extent  to  which  it  has  overlapped 
into  the  administrative  field  of  the  city's  government,  and  is  exercising 
functions  which  good  organization  would  assign  to  administrative  officers. 

The  fact  that  the  position  of  superintendent  of  supplies  has  been  estab- 
lished in  the  office  of  the  clerk  of  the  board  of  supervisors  has  not  given  to 
the  city  a  central  purchasing  agency  such  as  that  term  wherever  used 
throughout  the  country  is  understood  to  imply.  The  superintendent  of  sup- 
plies, in  effect,  is  only  a  clerk  to  the  supplies  committee  of  the  board  of 
supervisors.     An  examination  of  his  files  and  methods  used  indicates  that  a 
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nucleus  for  an  effective  agency  now  exists,  but  only  a  nucleus.  In  the  first 
place,  a  purchasing  agent  should  have  the  support  of  whatever  board  or 
commission  is  authorized  to  act  as  a  board  of  purchase  but  not  the  continual 
direction  of  petty  details  and  interference  in  the  development  and  observance 
of  scientific  purchasing  methods.  Secondly,  the  office  should  be  manned 
only  by  employees  who  are  specially  trained  and  experienced  to  fill  their 
respective  positions,  and,  thirdly,  it  should  be  completely  equipped  with 
files  of  trade  catalogues,  card  indexes  of  current  prices,  stores,  control 
accounts,  etc.  With  the  exception  of  a  few  catalogues,  neither  the  supply 
committee  nor  the  superintendent  of  supplies  has  such  equipment. 

Notwithstanding  his  title,  the  superintendent  of  supplies  has  never  been 
given  the  authority  necessary  to  enable  him  to  act  in  the  capacity  of  a 
central  purchasing  agent. 

In  establishing  a  central  purchasing  agency,  it  should  be  placed  in  the 
executive  branch  of  the  government  because  it  is  an  executive  function. 
So  long  as  the  city's  purchasing  is  continued  to  be  centralized  in  the  legis- 
lative branch  of  the  government  (through  a  committee  thereof)  no  better 
results  can  be  expected  than  are  now  obtained.  This  fact  should  be  recog- 
nized by  the  supervisors  themselves  and  the  charter  authority  given  the 
board  should  be  exercised  in  establishing  a  bona  fide  bureau  of  supplies  as 
a  part  of  the  administrative  end  of  the  government. 

With  respect  to  centralization  of  the  purchasing  power,  it  is  to  be  noted 
that  the  parks  and  playground  commissions,  election  board,  library  trustees 
and  board  of  education  each  do  their  own  buying.  The  fire  department  also 
does  its  own  buying,  except  as  it  may  desire  from  time  to  time  to  take 
advantage  of  the  central  contract  agreements.  The  public  works  department 
does  its  own  buying  as  relates  to  construction  material.  Notwithstanding 
the  fact  that  charter  or  statutory  provisions  enable  these  departments  to 
purchase  their  own  supplies,  materials  and  equipment,  it  would  be  to  the 
mutual  advantage  of  all  parties  concerned  if  the  legal  rights  and  privileges 
were  waived  and  all  departments  entered  into  a  cooperative  arrangement 
for  centralized  buying.  At  least  such  an  arrangement  should  be  had  pending 
the  time  when  the  next  legal  revisions  can  be  had  to  make  centralization 
mandatory. 

Another  feature  of  present  methods,  which  is  contrary  to  every  principle 
of  business  efficiency,  is  that  a  purchase  order  is  sometimes  issued  by  a 
chairman  of  a  committee  and  no  one  else  knows  that  such  a  liability  has 
been  created  until  the  bill  is  received. 

Standardization  of  Specifications 

Most  commercial  organizations  and  some  cities  are  awake  to  the  immense 
savings  which  may  be  realized  by  standardizing  their  equipment,  materials 
and  supplies  so  that  only  the  kind,  grade,  style,  etc.,  best  adapted  for  each 
particular  need  will  be  purchased.     In  San  Francisco  this  principle  has  been 
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made  a  pari  of  the  purchasing  system  only  to  a  very  limited  extent.  The 
elaborate  schedules  which  are  used  in  securing  departmental  estimates  con- 
tain considerable  detail  descriptive  of  the  various  commodities,  but  such 
detail  is.  except  in  rare  instances,  of  a  general  rather  than  a  special  nature. 
Hundreds  of  articles  are  described  by  names  of  the  manufacturers'  or 
dealers'  brands,  or  as  being  "equal  to"  such  brands,  or  as  being  "according 
i  to  sample".  In  fact,  a  large  proportion  of  the  city's  purchases  are  made 
I  "according  to  sample".  Such  a  method  of  buying  naturally  leaves  wide 
open  the  opportunity  for  unscrupulous  contractors  to  deliver  grades,  styles, 
qualities,  etc.,  inferior  to  the  sample  originally  submitted,  because  no  written 
description  of  the  physical  or  chemical  contents  of  the  sample  having  been 
made,  there  exists  no  adequate  basis  to  use  as  a  standard  in  determining 
whether  the  deliveries  are  in  fact  "according  to  sample".  But  little  head- 
way has  been  made  in  developing  and  adopting  real  standard  specifications. 
The  descriptions  now  used  as  specifications  are  so  many  and  in  most  cases 
so  broad  that  the  departments  are  able  to  requisition  and  secure  almost  any 
kind  of  commodity. 

Many  chemical  and  physical  tests  are  made  at  the  request  of  the  supply 
committee,  the  superintendent  of  supplies  and  the  various  departments. 
The  laboratory  of  the  public  works  department  is  very  completely  equipped 
for  such  work.  Tests  are  also  made  by  the  laboratory  of  the  health  depart- 
ment and  occasionally  by  local  commercial  firms  of  engineering  chemists 
and  by  the  University  of  California.  But,  even  though  such  tests  are  used 
in  determining  which  are  the  best  and  most  economic  kinds  of  the  respective 
supplies,  materials  and  equipments,  the  findings  have  not  been  reduced  to 
detailed  written  specifications  which  may  be  used  not  only  as  a  basis  in 
obtaining  bids  and  letting  contracts,  but  also  as  a  basis  for  subsequent  tests 
of  deliveries.  Not  until  such  a  procedure  is  adopted  can  the  city  expect 
to  get  that  economy  and  efficiency  in  buying  which  the  taxpayers  desire. 

Purchasing  in  Quantites  and  by  Competitive  Bid 

From  the  information  available,  without  a  very  detailed  analysis  of  the 
city's  records,  it  appears  that  most  of  the  supplies,  materials  and  equipment 
are  purchased  on  contract,  and  that  the  quantity  purchased  on  open  market 
order  is  comparatively  small.  There  is  a  general  belief  in  some  quarters 
that,  if  a  city  buys  on  contract  by  competitive  bid,  all  is  well,  that  value  is 
being  received,  etc.  The  fact  is  that  contract  buying  in  San  Francisco  is 
not  producing  the  results  which  should  be  produced. 

With  respect  to  quantities,  it  is  clear  that  there  should  be  no  hard  and 
fast  rule,  but,  on  the  other  hand,  if  any  quantities  are  specified,  it  is  im- 
portant to  a  bidder  that  he  be  given  a  fairly  accurate  idea  as  to  the  quantity 
which  he  may  be  called  upon  to  deliver,  because  the  price  which  he  bids 
will  necessarily  be  influenced  by  such  quantities.  If  he  is  given  to  under- 
stand that  the  quantity  will  be  large,  he  will  submit  a  low  bid  and,  if  it 
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subsequently  transpires  that  a  much  smaller  quantity  is,  in  fact,  purchased, 
the  bidder  may  fail  to  make  the  profit  on  which  he  planned,  and  may  even 
lose  money  by  reason  of  being  called  upon  for  only  the  smaller  quantity. 
The  result  will  be  that  such  dealer  will  become  a  pessimist  as  relates  to 
city  business,  and  will  discontinue  his  efforts  to  secure  it.  On  the  other 
hand,  if  bids  are  requested  on  a  comparatively  small  quantity  and  the  dealer 
is  able  to  ascertain  through  special  inside  sources  of  information  that  the 
actual  purchases  will  be  several  times  the  amount  of  such  estimate,  he  will 
submit  lower  bids  than  will  the  dealers  who  rely  upon  the  figures  given  out 
in  the  estimate.  The  result  will  be  that  the  high  bidders,  upon  learning  that 
the  quantities  were  underestimated,  will  likewise  become  disgusted  with  the 
city's  methods  of  doing  business,  and  they,  too,  will  make  little  effort  sub- 
sequently to  sell  to  the  city. 

An  examination  of  the  schedules  used  by  the  City  of  San  Francisco  ii 
obtaining  bids  from  dealers  indicates  that  but  a  limited  reliance  should  b( 
placed  on  the  quantities  set  forth  therein.  In  1916-17  the  "General  Schedule" 
of  supplies  comprised  119  large  pages  of  finely  printed  descriptions,  esti- 
mates, etc.,  in  small  print;  the  "Stationery  Supply  Schedule"  comprised  11 
similar  pages;  another  schedule  comprised  56  pages;  and  another  42  pages. 
These  schedules  were  sent  by  the  superintendent  of  supplies  to  the  heads 
of  the  respective  departments,  asking  that  they  indicate  thereon  the  quan- 
tities which  they  would  use  during  the  next  year,  and  also  to  set  forth  the 
quantities  used  during  the  preceding  six  months,  and  then  to  return  the 
schedules  to  the  superintendent  of  supplies.  Some  of  the  departments  merelj 
said:  "the  same  as  last  year";  some  did  not  respond  at  all.  The  schedules 
used  during  1915-16  were  revised  for  1916-17,  so  that  a  large  proportion  oi 
the  classifications  of  the  two  were  not  readily  comparable.  The  estimates 
of  the  departments  and  their  statements  of  expenditures  were  secured  oi 
the  old  schedules,  and,  hence,  could  not  readily  be  transferred  to  the  nei 
schedules.  Therefore,  in  estimating  the  supply  for  1916-17,  instead  of  pre- 
paring a  summary  of  the  estimates  for  that  year  as  submitted,  expenditures 
for  the  preceding  six  months,  as  reported,  were  multiplied  by  two.  Obviously, 
many  kinds  of  supplies  are  purchased  in  larger  quantities  at  one  period  of 
the  year  than  at  another.  Thus,  it  is  assuming  an  entirely  false  premise 
to  estimate  that  the  quantities  purchased  during  six  months  of  a  year  will, 
if  multiplied  by  two,  afford  a  guide  as  to  the  quantities  needed  during  the 
ensuing  year.  As  a  basis  for  securing  bids,  such  a  method  is  misleading 
and,  because  of  the  ultimate  effect  of  submitting  unreliable  estimates  to  bid- 
ders, it  tends  to  prevent  rather  than  to  promote  economic  buying. 

The  corrective  remedy  lies  in  maintaining  in  a  central  office  a  complete 
record  of  the  kinds  and  quantities  of  the  various  commodities  purchased 
each  year  and  in  using  this,  together  with  the  judgment  of  the  individual 
departments,  as  a  basis  in  securing  bids  for  the  ensuing  year.  Such  a  record 
of  quantities,  kinds,  prices,  etc.,  of  commodities  is  compiled  with  facility  by 
some  of  the  large  cities  by  the  use  of  a  system  of  punched  holes  in  cards, 
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the  information  on  invoices  being  transferred  to  cards  by  punching  holes 
in  certain  positions  therein,  and  subsequently  running  such  cards  rapidly 
through  a  tabulating  machine  which  registers  the  results  on  dials  or  auto- 
matically types  them  on  report  forms.  Either  the  Hollerith  or  the  Powers 
system  will  produce  such  results  quickly  and  at  comparatively  low  cost. 

The  various  departments  are  informed  relative  to  the  claims  of  the  vaii- 
dealers  to  whom  supply  contracts  are  awarded  by  the  supply  committee 
of  the  board  of  supervisors  and.  as  they  need  supplies  of  sudi  character 
from  time  to  time,  they  are  required  to  requisition  against  such  contracts, 
the  amounts  thereof  being  charged  against  the  supply  appropriations  of 
the  respective  departments.  An  exception  to  this  procedure  exists  in  the 
of  stationery,  furniture  ami  fittings.  All  requisitions  for  stationery 
winch  come  to  the  superintendent  of  supplies  are  charged  against  a  central 
appropriation  instead  of  against  the  appropriation  of  the  various  depart- 
ments. The  appropriation  for  1916-17  for  "stationery,  hooks  and  printing, 
typewriters"  is  $46,000.  Similarly,  all  furniture  requisitions  are  charged 
against  a  central  appropriation,  which,  during  the  year  1916-17,  is  $22,500. 
The  letting  of  central  contracts  for  stati ry  and  furniture  should  be  eon- 
tinned,  but  the  amounts  purchased  by  the  several  departments  under  such 
contracts  should  be  charged  against  such  departments.  One  main  reason 
for  revising  the  procedure  in  this  respect  is  that  a  department  head  is  nat- 
urally more  conservative  in  ordering  supplies,  furniture,  etc.,  if  he  knows 
that  the  cost  thereof  is  going  to  be  charged  against  an  appropriation  of 
his  own  department,  instead  of  being  charged  against  a  central  appropri- 
ation for  all  departments.  Another  important  reason  for  changing  the  pro- 
cedure is  that  the  failure  to  charge  against  the  respective  departments  the 
cost  of  stationery,  furniture,  etc.,  tends  to  destroy  the  value  of  whatever 
unit  costs  are  prepared  in  such  departments.  The  stationery  clerk  keeps 
a  record  of  the  cost  and  quantity  of  supplies  given  each  department  and 
renders  a  report  thereof,  but  the  amounts  are  all  charged  against  a  central 
appropriation.  The  entire  cost  of  each  department  should  appear  in  the 
appropriation  accounts  and  in  budget  estimates  thereof  each  year,  and  it 
is  recommended  that  the  necessary  change  in  procedure  be  made  accordingly. 

In  respect  to  those  supplies,  materials  and  equipment  which  are  needed 
only  in  small  quantities  and  intermittently  by  the  departments  and  which 
cannot  be  bought  to  advantage  under  contract,  the  black-board  system  of 
notification  should  be  adopted.  This  consists  in  posting  on  a  black-board  in 
the  purchasing  agent's  office  each  day  a  list  of  the  kinds  and  quantities  of 
such  commodities  as  are  desired.  The  city  salesmen  of  the  various  houses 
soon  get  in  the  habit  of  dropping  in  daily  and  looking  at  such  lists  and  sub- 
mitting bids  thereon. 

A  policy  should  be  adopted  whereby  at  least  three  informal  bids  are 
secured  on  each  open  market  purchase  of,  say,  $20,  or  even  $15.  With  proper 
methods,  the  obtaining  of  such  bids  is  a  simple  matter,  and  the  financial 
saving  made  possible  thereby  is  well  worth  the  small  effort  needed. 
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The  departments  in  San  Francisco  now  make  frequent  purchases  on  open 
market  order.  The  letting  of  such  orders  should  be  centralized  as  above  sug- 
gested. It  is  true  that  the  orders  now  clear  through  the  hands  of  the  super- 
intendent of  supplies  for  approval,  but  he  has  no  adequate  basis  of  checking 
the  fairness  of  the  prices  thereon  nor  of  determining  definitely  whether  ade- 
quate effort  has  been  made  to  secure  low  prices  through  the  medium  of 
informal  bids. 

Inspection  and  Tests 

The  preparation  and  adoption  of  standard  specifications  as  herein  recom- 
mended will,  of  course,  be  futile  unless  such  specifications  are  used  as  a 
basis  for  making  inspections  and  tests  of  deliveries.  Such  inspections  to  be 
of  most  value  should  be  made  by  a  central  agency.  In  fact,  they  should  be 
made  by  the  auditor's  office  because  they  constitute  in  effect  a  field  audit 
and  are  a  proper  function  of  the  auditor's  office.  At  present  there  is  no 
inspection  of  deliveries  by  the  auditor  and  any  inspection  by  any  central 
authority  is  very  rare.  The  amount  of  detailed  clerical  and  other  adminis- 
trative work  devolving  upon  the  superintendent  of  supplies  because  of  the 
present  lack  of  proper  organization  is  such  as  makes  it  physically  impossible 
for  him  to  do  much  outside  inspection.  Dependence  as  to  the  integrity  of 
supply  claims  is  now  based  on  the  approval  of  the  various  department 
officials.  An  examination  of  a  large  number  of  the  invoices  and  other 
voucher  documents  in  the  files  of  the  auditor's  office  shows  that  throughout 
the  various  departments  such  documents  bear  the  signed  or  initialed  state- 
ments that  the  supplies  mentioned  therein  have  been  received,  prices  are 
correct,  etc.  Nevertheless,  the  present  method  of  paying  on  only  departmental 
approval  should  be  supplemented  because  (1)  the  employees  of  some  depart- 
ments are  equipped  with  no  adequate  basis  for  judgment  in  determining 
whether  the  supplies  delivered  are  such  as  were  contemplated  in  the  mind 
of  the  purchaser,  and  (2)  there  is  often  a  tendency  on  the  part  of  a  receiving 
clerk  to  sign  or  initial  an  invoice  or  delivery  slip  without  checking  up  the 
deliveries  in  detail  to  such  document. 

To  correct  the  first  of  these  defects,  it  is  recommended  that  one  or  two 
field  inspectors  be  assigned  from  the  auditor's  office  whose  duty  it  will  be  to 
visit  delivery  points  at  irregular  and  unexpected  intervals  and  check  up 
the  deliveries  as  to  quantity  and  secure  samples  for  laboratory  tests  as  tc 
quality.  Proper  readjustment  of  positions  and  duties  in  the  auditor's 
office  will  make  it  possible  to  assign  such  inspectors  without  increasing  hb 
present  payroll. 

To  correct  the  second  defect,  it  is  recommended  that  each  delivery  poim 
be  furnished  by  the  auditor  with  pads  of  what  are  practically  blank  form: 
and  may  be  termed  "blind  tallies."  Whenever  a  delivery  of  goods  is  re 
ceived,  the  person  receiving  it  should  be  required  to  write  on  such  "blin( 
tally"  the  name  of  the  firm  from  whom  received,  date,  delivery  point,  etc. 
and  to  set  forth  in  detail  the  quantity  and  kind  of  each  supply  received  am 
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state  whether  or  not  it  is  in  good  condition.  The  slips  should  be  written 
in  triplicate  by  carbon  process  and,  after  being  signed  by  the  person  receiving 
the  goods,  the  original  should  be  transmitted  immediately  to  the  auditor's 
office,  the  duplicate,  to  the  central  accounting  office  of  the  department  and 
the  third,  a  flimsy,  be  kept  at  the  receiving  point.  Upon  receipt  of  the 
original  tally  in  the  auditor's  office,  it  would  serve  as  immediate  notice  to  the 
field  inspector  to  visit  that  point  and  check  up  the  accuracy  of  the  facts 
reported.  The  slip  should  then  be  placed  behind  a  proper  guide  card  in  a 
vertical  file,  together  with  a  carbon  copy  of  the  purchase  order  which  will 
previously  have  been  sent  to  the  auditor  at  the  time  the  original  purchase 
order  was  issued. 

Samples  of  deliveries  obtained  by  the  inspector  at  the  time  of  his  visit 
to  delivery  points  should  be  sent  immediately  to  the  laboratory  for  testing  to 
determine  to  what  degree  they  conform  with  the  specifications.  The  head  of 
the  laboratory,  after  making  the  necessary  tests,  should  promptly  send  to 
the  auditor  a  written  report  of  the  results  found,  and  such  report  should 
also  be  filed  by  the  latter  with  his  copy  of  the  purchase  order  and  the  blind 
tally.  Having  already  on  hand  a  copy  of  the  contract  and  specifications, 
the  auditor  will  thus  be  equipped  with  a  proper  basis  for  auditing  the  claim 
when  the  invoices  have  been  received. 

AVitli  respect  to  tests,  it  is  to  be  noted  that  the  laboratory  of  the  public 
works  department  is  splendidly  equipped  for  such  work ;  there  is  no  need 
for  an  additional  investment  in  a  standard  testing  laboratory.  Everything 
needed  is  already  available  except  a  proper  readjustment  of  the  purchasing 
ami  inspection  procedure. 

Prompt  Payment  to  Vendors 

While  the  inconvenience  attending  the  getting  of  city  business  is  un- 
questionably a  deterrent  factor  in  obtaining  low  prices,  probably  the  condi- 
tions which  more  than  anything  else  militate  against  economy  and  efficiency 
in  San  Francisco  purchasing  methods  are  the  delay  on  the  part  of  the  city 
in  paying  vendors  the  amounts  due  them  for  supplies  delivered  and  the  in- 
convenience caused  them  in  securing  such  payments.  The  delay  in  paying 
supply  claims  is  such  as  to  justify  the  inclusion  in  this  report  of  tabular 
statements  which  set  forth  the  points  of  delay  and  the  periods  thereof.  As  a 
test  of  conditions,  a  file  was  taken  at  random  in  the  auditor's  office  and  every 
tenth  voucher  examined  until  fifteen  vouchers  each  had  been  examined  for 
each  of  the  following  departments,  thus  affording  a  test  of  150  vouchers  of 
each  department  respectively : 

Health  department — Relief  Home 

Health  department — San  Francisco  Hospital 

Board  of  public  works — Bureau  of  streets 

Fire  department 

Police  department 

The  tabulations  speak  for  themselves  and  are  as  follows : 
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A  study  of  the  foregoing  tabulation  shows  that  the  average  time  elapsing 
in  tin'  five  departments  tested  as  between  the  date  of  the  invoice  and  the 
date  of  the  demand  is  as  follows: 

Relief  Home    10  days 

San  Francisco  Hospital 5  days 

Bureau  of  streets 16  days 

Fire  department    23  days 

Police  department  4  days 

That  the  reason  of  delay  is  largely  attributable  to  the  department  is 
shown  by  the  following  summary  which  is  also  based  on  the  foregoing  tables. 
'In  this  connection,  it  is  to  be  noted  that  each  of  the  departments  named  is 
under  the  administrative  supervision  of  the  board  of  commissioners  and  that 
no  claims  can  be  passed  until  they  have  been  approved  by  such  commis- 
sioners and  that  such  approval  must  wait  upon  such  time  as  the  commis- 
sioners meet. 

Average  Number  of  Days 
Between  Date  of  Invoice 
and  Date  Approved  by 
Name  of  Department.  Department. 

Relief  Home   24 

San  Francisco  Hospital 30 

Bureau  of  streets (No  date  shown) 

Fire   department    60 

Police  department   30 

Having  been  approved  by  the  department,  it  will  be  noted  from  the 
table  of  dates  that  from  a  week  to  ten  days  more  usually  elapses  before  the 
claims  are  approved  by  the  board  of  supervisors.  As  in  the  case  of  approval 
by  the  departmental  boards,  this  approval  by  the  supervisors  is  also  delayed 
until  the  latter  meet  in  formal  session. 

As  a  demonstration,  claims  filed  on  Friday  which  require  no  board  ap- 
proval other  than  that  of  the  supervisors,  have  on  occasion  been  paid  in 
four  days.  This  was  exceptional.  The  present  discussion  relates  to  the  pre- 
vailing practice. 

Having  been  approved  by  the  supervisors,  the  claims  soon  reach  the 
auditor,  and  the  tabulation  shows  that  they  clear  this  office  quickly.  Good 
procedure  would  dictate  that  the  auditor  should  have  passed  judgment  on 
the  claims  at  the  beginning  of  their  journey  around  the  City  Hall,  but  the 
fact  is  that  the  existing  procedure  is  exactly  the  reverse  of  what  it  should 
be,  and  the  claims  do  not  reach  the  auditor  until  various  boards,  committees 
and  department  heads,  etc.,  have  had  them.  Thus,  it  transpires  that,  al- 
though the  auditor  clears  all  demands  within  a  day  or  two  after  he  receives 
them  (unless  a  demand  is  held  up  because  of  doubt  as  to  its  legality  or  pend- 
ing other  investigation),  an  average  of  from  thirty-six  days  in  the  Relief 
Home  to  sixty-seven  days  in  the  fire  department  nevertheless  elapses  between 
the  date  when  the  invoice  is  rendered  by  the  vendor  and  the  date  when  it 
is  allowed  by  the  auditor.  This  condition  is  made  clear  in  the  following 
summary,  which  is  based  on  the  tables  of  dates  hereinbefore  set  forth : 
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DAYS  ELAPSING   (ON  EACH  DEMAND  EXAMINED)    BETWEEN  DATE  OF 
INVOICE  AND  DATE  ALLOWED  BY  AUDITOR. 


San  Francisco 

Bureau  of 

Fire 

Police 

Relief  Home. 

Hospital 

Streets 

Department 

Department 

28 

39 

40 

26 

40 

42 

43 

46 

117 

15 

46 

46 

46 

162 

29 

28 

48 

58 

47 

30 

32 

54 

42 

68 

42 

16 

55 

46 

41 

37 

40 

13 

33 

98 

55 

39 

28 

50 

75 

34 

49 

38 

83 

8 

41 

37 

42 

36 

27 

28 

43 

30 

39 

60 

58 

27 

41 

60 

60 

18 

31 

20 

54 

38 

43 

27 

30 

35 

78 

27 

62 

26 

41 

103 

62 

Total    days... 547 

553 

709 

1,008 

559 

Average  days 

per  demand.  .36 

37 

47 

67 

37 

Even  if  claims  have  been  allowed  by  the  auditor  and  are  ready  for  pay 
ment,  several  days  elapse  before  the  vendor  calls  at  the  City  Hall  for  his 
money  as  is  evident  from  the  following  tabulation  based  on  foregoing  datt 
tables  of  the  time  elapsing  between  the  date  allowed  by  the  auditor  anc 
the  date  paid  by  the  treasurer.  Of  course,  the  dates  paid  by  the  treasure) 
include  in  some  cases  the  time  taken  by  the  checks  to  clear  through  th< 
banks  where  the  owners  have  deposited  them  after  obtaining  them  from  th<i 
auditor,  but  nevertheless  the  average  time  is  so  long  as  to  indicate  the  need 
for  adopting  a  different  and  more  prompt  method  of  payment.  The  tiraij 
elapsing  between  the  date  allowed  by  the  auditor  and  the  date  paid  by  th« 
treasurer  as  shown  on  the  demands  examined  Avas  as  follows : 


Relief  Home. 

San  Francisco 

Bureau  of 

Fire 

Police 

Hospital 

Streets 

Department 

Department 

2 

10 

1 

16 

8 

7 

9 

10 

9 

31 

19 

3 

92 

7 

14 

10 

1 

35 

10 

6 

7 

6 

1 

3 

20 

2 

2 

No  date 

11 

13 

26 

17 

22 

15 

3 

2 

13 

1 

6 

7 

5 

3 

No  date 

15 

6 

9 

10 

10 

No  date 

1 

No  date 

10 

0 

8 

48 

7 

3 

No  date 

No  date 

8 

6 

2 

9 

No  date 

10 

58 

5 

42 

2 

7 

No  date 

9 

1 

3 

No  date 

Total  days....  160 

103 

224 

105 

182 

Average  days 

per  demand.  .12 

7 

19 

9 

13 
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In  order  to  make  the  test  still  more  thorough,  the  demands  registered  on 
tin'  first  ten  lines  of  twenty  different  pages  taken  at  random  from  the 
auditor's  miscellaneous  register  (General  Fund-  were  also  examined.  These 
two  hundred  demands  show  that  the  time  elapsing  between  the  date  of  the 
demands  ami  the  date  audited  was  as  follows: 

Number  of 
Number  of  days  Demands 

10  days  or  under 21 

11  to  20  days 24 

21  to  30  days 64 

31  to  40  days 41 

41  to  50  days 31 

51  to  60  days 11 

61  to  70  days 4 

71  to  80  days 2 

81  to  90  days 2 

Total  demands   - 200 

Average  days  per  demand 31.6 

Demands  taking  30  days  or  less 109=  54%% 

Demands  taking  over  30  days 91=  45%% 

200     100% 

In  addition  to  the  average  of  31.6  days  required  between  the  date  of  the 
demand  and  the  date  allowed  by  the  auditor,  it  should  be  remembered,  as 
already  demonstrated  herein,  that  an  average  of  13.5  days  elapsed  between 
the  date  of  the  invoice  and  the  date  of  the  demand.  Hence,  it  appears  that 
the  average  time  elapsing  between  the  date  of  the  invoice  and  the  date 
allowed  by  the  auditor,  at  least  in  the  departments  tested,  is  about  45  days. 

In  addition  to  discouraging  dealers  from  doing  business  with  the  city, 
such  delay  prevents  the  taking  of  cash  discounts  which,  considering  the  value 
of  the  city's  purchases,  should,  if  proper  advantage  were  taken  thereof, 
amount  to  a  considerable  sum  each  year  and  go  far  toward  offsetting  the 
cost  of  a  purchasing  agency.  The  reasons  and  conditions  which  operate  to 
cause  the  delay  herein  described  may  be  best  understood  by  tracing  the 
tortuous  course  of  a  demand  from  the  time  it  is  submitted  by  the  vendor  to 
the  time  he  receives  payment  thereon.  The  procedure  varies  slightly  as 
between  different  departments,  but  in  the  main  the  various  steps  are  as 
follows : 

1 — The  dealer  must  visit  the  City  Hall,  sign  a  certificate  on  the  demand 
and  swear  under  oath  that  he  has  performed  the  work  mentioned 
therein,  or  that  the  material  mentioned  has  been  actually  delivered 
and  that  the  charges  are  proper  and  true  values  for  the  same. 

2 — The  demand  must  be  signed  by  the  assistant  clerk  of  the  board  of 
supervisors. 

3 — The  department  head  or  properly  authorized  official  in  the  depart- 
ment must  certify  over  his  signature  that  the  services  mentioned  in 
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the  demand  have  been  actually  rendered  or  that  the  material  lias 
been  actually  received  solely  for  the  use  of  the  city. 

4 — The  demand  must  be  registered  in  the  books  of  the  department 
where  it  originates  and  be  signed  by  at  least  a  majority  of  the 
board  of  commissioners  which  has  supervision  over  that  depart- 
ment. 

5 — It  must  be  signed  by  the  secretary  of  the  above  board  or  other  official 
acting  in  similar  capacity. 

6 — It  must  be  checked  and  initialed  by  the  bookkeeper  of  the  finance 
committee  of  the  board  of  supervisors 

7 — It  must  be  signed  by  at  least  a  majority  of  the  members  of  the 
finance  committee  of  the  board  of  supervisors. 

8 — It  must  be  submitted  to  the  board  of  supervisors  in  open  session,  and 
if  it  is  for  over  $500  it  must  be  advertised  for  five  consecutive  days. 

9 — After  advertisement,   the  demand  must  be  finally   approved  by   the 
board  of  supervisors  in  open  session. 
10 — If  the  demand  is  for  over  $200  it  must  be  signed  by  the  mayor. 
11 — It  must  be  signed  by  the  clerk  or  assistant  clerk  of  the  board   of 

supervisors. 
12 — The  demand  then  goes  to  the  auditor  where  it  is  recorded  by  his 

bookkeepers. 
13 — The  demand  is  signed  by  the  auditor  or  by  his  deputy  as  having  been 

allowed  for  payment. 
14 — The  dealer  must  take  a  second  trip  to  the  City  Hall,  sign  a  reeeipt 
in  the  counter  book  in  the  auditor's  office  and  obtain  the  demand 
as  approved  for  payment.  He  then  either  proceeds  to  the  trcas-j 
urer's  office  and  cashes  the  demand  or  takes  it  away  with  him  fori 
deposit  in  bank  or  cashing  elsewhere. 

Too  many  signatures  are  as  bad  as  too  few.  There  can  be  no  question 
but  that  there  are  entirely  too  many  signatures  required  on  the  demands1 
of  the  City  of  San  Francisco,  and  it  is  the  securing  of  such  signatures  and; 
the  cumbersome  routine  which  may  be  accurately  described  as  "red  tape"! 
that  causes  the  delay  in  payment. 

As  has  already  been  recommended  herein,  the  auditor  should  be  furnished 
with  copies  of  contracts,  specifications,  purchase  orders  and  tally  sheets  con- 
taining receipts  of  receiving  clerks.  In  addition  to  this,  if  the  present  cumber- 
some procedure  is  to  be  corrected,  invoices  should  be  submitted  in  duplicate — 
one  copy  going  direct  to  the  auditor  and  the  other  copy  to  the  department 
where  the  purchase  originated.  The  sending  of  a  copy  direct  to  the  auditor  is 
desirable  in  order  to  give  him  notice  that  the  invoice  has  been  transmitted  to 
the  department  and  thus  enable  him  to  expedite  the  claim  on  its  way. 

The   auditor,   being  independently  elective  and  the   office  being  organized 
as  a  separate  check  on  all  other  branches  of  the  government,  will,  if  furnished 
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with  the  data  herein  described,  be  able  to  make  a  thorough  and  comprehensive 
inquiry  as  to  the  integrity  of  each  claim,  as  to  whether  it  should  be  allowed 
or  disallowed  and,  if  allowed,  then  for  what  amount.  After  the  auditor  has 
thoroughly  examined  a  claim  and  placed  his  signature  thereon,  it  is  submitted 
that  there  is  do  further  occasion  for  holding-  it  up  or  passing  it  through  the 
hands  of  other  boards,  committees,  etc.  The  claim  should  then  be  paid  imme- 
diately, and,  in  this  connection,  it  is  urged  that  the  procedure  be  revised  so 
that  dealers  will  not  be  required  to  go  to  the  City  Hall  and  swear  to  the  fair- 
ness, correctness,  etc.,  of  their  claims. 

If  the  city  establishes  proper  specifications  for  issuing  purchase  orders  and, 
if  the  auditor  is  equipped  to  make  and  does  make  a  thorough  audit  of  each 
claim,  including  inspection  of  deliveries,  no  additional  oath  or  statement  of  the 
dealer  can  lend  protection  to  the  city's  interests.  In  fact,  it  is  for  the  city 
itself  to  determine  whether  or  not  it  is  being  cheated  or  whether  it  is  getting 
value  received  and  not  to  rely  on  any  statement  of  a  contractor  or  other  vendor 
relative  thereto.  The  requiring  of  vendors  to  make  oath  as  to  their  claims  has 
recently  been  discontinued  as  regards  demands  of  the  board  of  education,  and 
it  is  recommended  that  the  requirement  be  discontinued  in  its  relation  to  all 
other  departments.  If  desired,  a  simple  statement  of  the  dealer  at  the  time 
the  invoice  is  forwarded  by  him  might  be  submitted  in  lieu  of  the  oath.  As 
herein  pointed  out,  such  a  statement  can  have  no  protective  value.  The  oath 
as  no\vT  administered  is  entirely  perfunctory,  and  any  statement  used  in  lieu 
thereof  would  also  be  perfunctory. 

As  pointed  out  in  a  resolution  introduced  in  the  board  March  27,  1916,  and 
referred  to  the  finance  committee,  but  on  which  no  action  has  ever  been  taken, 
the  affidavit  is  not  only  perfunctory,  but  is  usually  made  by  some  subordinate 
who  has  no  accurate  knowdedge  as  to  whether  the  facts  recited  are  true.  The 
resolution  also  pointed  out  the  waste  of  time  on  the  part  of  the  vendors,  the 
waste  of  time  of  the  various  departmental  employees  of  the  city  in  going  per- 
sonally to  the  supervisors'  office  at  the  time  demands  are  sworn  to,  and  the 
delay  of  payment  occasioned  thereby.  The  resolution  should  have  been  passed, 
and  it  is  urged  that  it  be  reported  out  of  the  committee  and  favorable  action 
had  thereon. 

The  most  efficient  way  for  the  city  to  pay  its  claims  would  be  by  check  sent 
through  the  mail  just  like  any  private  corporation.  Forms  of  voucher-checks 
or  voucher-invoice  checks  can  readily  be  devised  so  that  the  endorsement  of 
the  payee  on  the  check  cannot  be  made  without  acknowledging  fully  and  in 
detail  the  receipt  of  the  amount  for  which  it  is  drawn. 

It  is  urged  that  such  a  method  of  payment  be  adopted. 

Central  Storehouse  and  Accounting  Control  Over  Supplies 

The  sixth  essential  in  securing  efficiency  in  purchasing  relates  to  the 
storage  of  and  accounting  for  supplies,  materials  and  equipment.  Although 
most  of  the  commodities  purchased  by  the  city  should  be  delivered  by  the 
contractors  or  other  vendors,  because  under  such  a  plan  they  will  carry  the 
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investment  instead  of  its  being  carried  by  the  city,  there  are  nevertheless 
many  commodities  which  can  to  advantage  be  kept  on  hand  in  a  central 
storehouse  and  delivered  to  the  departments  as  needed.  The  reorganization 
of  the  city's  purchasing  system  would  not  be  complete  unless  it  took  cog- 
nizance of  the  advantages  of  including  a  central  storehouse.  Closely  allied 
to  the  operation  of  a  storehouse  is  the  subject  of  adequate  stores  accounting. 
This  should  include  proper  bin  cards  and  complete  ledger  accounts  with  each 
kind  of  supplies. 

The  revision  and  reorganization  of  the  city's  purchasing  methods,  estab- 
lishment of  a  central  storehouse,  etc.,  would  make  possible  a  better  handling 
of  old  material,  equipment,  etc.,  which  is  now  sold  at  auction,  and  also  of 
supplies,  material  and  equipment  which  have  been  requisitioned  by  depart- 
ments and  are  still  kept  on  hand,  but  are  not  needed  by  them.  A  central 
purchasing  agent  would  be  in  a  position  to  put  back  in  storage  or  to  re- 
distribute to  other  departments  where  needed  such  commodities,  and  by 
virtue  of  having  an  adequate  organization  and  procedure,  should  be  able  to 
obtain  better  prices  for  such  material  and  equipment  which  it  seemed  de- 
sirable to  sell  at  auction. 

When  San  Francisco  takes  up  the  subject  of  a  central  storehouse,  it 
should  also  consider  the  advisability  of  establishing  a  central  repair  shop 
instead  of  having  the  repair  forces  of  the  city  scattered  in  different  localities, 
although  in  this  connection  it  may,  of  course,  be  decided  to  discontinue 
repair  shops  and  do  such  work  by  contract  agreement. 

Collection  of  Advertising  Fees 

A  resolution  of  the  board  of  supervisors  in  April,  1915,  provides  in  part 
that  the  clerk  of  the  board  of  supervisors  shall  collect  25  cents  per  "square" 
for  advertising  "award  of  contract"  and  "proposal  notices  inviting  bids". 

The  collections,  however,  are  not  made  en  the  basis  specified  in  the  reso- 
lution but  as  follows:  From  each  successful  bidder  Avhose  bond  is  $1,000  or 
under,  the  clerk  collects  a  fee  of  $1.  If  the  bond  is  between  one  and  two 
thousand  dollars,  he  collects  $2,  and  for  each  additional  thousand  dollars 
he  collects  50  cents  additional  up  to  $5,  which  is  the  maximum  fee.  The 
charges  are  said  to  have  been  fixed  in  this  way  instead  of  following  the 
supervisors'  resolution  because  it  did  not  seem  fair  to  collect  a  few  cents 
for  advertising  from  a  successful  bidder  who  might  be  awarded  a  contract 
for  one  or  two  items  requiring  a  very  small  advertising  space,  but  the  amount 
of  which  contract  would  run  into  thousands  of  dollars — while  collecting 
several  dollars  from  another  successful  bidder  who  might  be  awarded  a  con- 
tract for  a  long  list  of  articles  requiring  a  large  advertising  space,  but  in- 
volving only  a  small  amount  of  money. 

The  actual  contract  price  paid  by  the  city  for  this  advertising  is  19  cents 
per  "square,"  while  the  rate  fixed  in  the  resolution  to  be  paid  by  the  suc- 
cessful bidder  is  25  cents.  The  actual  cost  to  the  city  for  this  advertising 
during  1915-16,  at  19  cents,  was  $156.31.     The  fees  collected  as  fixed  bv  the 
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clerk  of  tlif  board  of  supervisors  were  $226.50.  These  were  collected  from 
169  successful  bidders. 

The  collection  of  this  money  requires  the  keeping  of  detailed  records,  the 
lending  out  of  bills  and  in  some  cases  the  expenditure  of  much  time  in 
making  the  collection. 

Considering  the  amount  of  bother  caused  the  city  by  this  plan,  the  an- 
noyance to  bidders  and  the  fact  that  the  latti  r  undoubtedly  add  the  amounts 
of  the  advertising  fees,  if  not  more,  to  their  bids,  it  is  recommended  that  the 
entire  practice  be  abolished.  This  would  seem  particularly  desirable  since 
the  total  cost  of  said  advertising  was  only  $156,  i.  e.,  this  is  all  it  would  have 
cost  the  city  had  there  been  no  reimbursement.  The  "profit"  accruing  to 
the  city  was  only  $70  during  the  entire  year,  and,  in  fact,  there  was  no 
profit  because  the  clerical  cost  of  administration  naturally  exceeded  that 
amount. 

Too  Much  Advertising 

There  are  certain  kinds  of  advertising  required  by  the  charter  to  be  pub- 
lished in  the  official  newspaper  for  five  days  and  other  kinds  for  ten  days. 
This  is  expensive  and  unnecessary.     Two  alternatives  are  available. 

First,  to  publish  all  city  advertising  in  the  city's  own  paper — the  Munic- 
ipal Record.  The  other  plan  would  be  to  publish  all  city  advertising  on  only 
a  fixed  day  of  the  week — say  on  Mondays  or  Saturdays.  In  this  way  one 
insertion  would  have  the  same  practical  effect  as  several  insertions  because 
everyone  would  know  just  what  day  to  look  for  city  advertisements. 

MUNICIPAL  DEBT 
Bonded  Debt 

Rapidly  Increasing 

The  rapidity  with  which  the  city's  bonded  debt  has  increased  during  the  ten 
years  since  1906  raises  a  very  important  question  before  the  voters  of  San 
Francisco.  The  question  is  as  to  whether  it  is  a  safe  financial  policy  for  the 
city  thus  to  continue  increasing  its  indebtedness  from  year  to  year.  San 
Francisco  was  extremely  fortunate  at  the  time  of  the  1906  fire  that  it  had 
practically  no  bonded  debt  because  it  was  thus  enabled  to  proceed  without 
financial  embassarssment  to  issue  bonds  and  thereby  reconstruct  its  public 
works.  The  city's  outstanding  bonded  debt  at  the  close  of  each  of  the  ten 
years  since  1906  was  as  follows : 

1906-07 $  4,296,600 

1907-08 3,865,600 

1908-09 10,567,300 

1909-10 16,263,500 

1910-11 18,800,200 

1911-12 22,179,300 

1912-13 33,836,500 

1913-14 39,739,300 

1914-15 42,635,800 

1915-16 44,720,700 
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It  is  thus  apparent  that  the  increase  has  not  only  been  tremendously  large 
but  has  been  piling  up  steadily  during  each  one  of  the  ten  years. 

While  the  issuing  of  bonds  to  pay  for  public  improvements  postpones  the 
payment  thereof,  i.  e.,  shifts  the  burden  largely  to  the  next  generation  of  tax- 
payers, it  nevertheless  constitutes  a  heavy  charge  on  the  current  tax  levies.  For 
example  the  payments  for  interest  alone,  the  amounts  which  it  has  been  neces- 
sary to  pay  out  for  the  use  of  the  money  used  in  building  the  city  improve- 
ments, have  increased  each  year  until  during  1916-1917  over  two  million  dollars 
was  thus  expended  (see  table  below).  This  is  about  13  per  cent  of  the  entire 
budget  appropriation  for  all  purposes  of  the  government.  In  fact  the  cost  of 
debt  service  during  1916-17  which  includes  interest  charges  and  bond  redemp- 
tions is  about  20  per  cent  of  the  city's  entire  budget  appropriation.  The 
interest  paid  on  the  bonded  debt  since  1906  has  been  as  follows: 

1906-07 $    152,524.75 

1907-08 143,325.00 

1908-09 209,739.00 

1909-10 538,531.50 

1910-11 789,119.75 

1911-12 897,223.00 

1912-13 1,161,131.00 

1913-14 1,691,169.50 

1914-15 1,968,221.00 

1915-16 1,974.992.25 

1916-17 2,101,317.30 

The  steadily  mounting  debt  of  cities  in  this  country  has  caused  some  of  them 
to  give  thought  to  whether  it  was  safe  any  longer  to  continue  the  bond  issuing 
policy  or  whether  it  would  be  better  for  all  concerned  to  adopt  a  ' '  pay-as-you- 
go"  plan.  The  city  of  New  York  is  among  those  which  have  lately  adopted  this 
latter  method  and  is  now  including  in  its  tax  budget  in  an  increasing  amount 
each  year  appropriations  for  paying  the  direct  cost  of  public  improvements 
instead  of  issuing  bonds  therefor.  New  York  found  that  for  every  dollar  it 
was  paying  out  for  the  cost  of  its  improvements  it  was  paying  $1.69  additional 
as  interest  charges,  i.  e.,  it  was  paying  $1.69  for  the  use  of  the  dollar.  Although 
San  Francisco  is  not  paying  interest  on  as  great  a  debt,  the  principle  is  the 
same.  While  the  fact  that  San  Francisco's  bonds  mature  serially  tends  to 
reduce  the  amount  of  interest  paid,  it  is  nevertheless  enormous.  For  example, 
for  the  use  of  the  $8,800,000  of  money  borrowed  up  to  June  30,  1915,  for 
building  the  new  city  hall  the  city  must  pay  out  more  than  as  much  again  in 
interest.    For  each  dollar  borrowed  two  dollars  must  be  paid. 

Form  of  Debt 

If  the  city  is  to  continue  issuing  bonds  it  should  adopt  a  definite  policy  of 
regulating  the  term  thereof  to  conform  more  nearly  with  the  probable  life  of 
the  asset  which  is  purchased  with  the  proceeds  of  the  bonds.  For  example,  ten 
years  bonds  should  be  issued  to  pay  for  assets  which  will  last  for  ten  years, 
twenty  years  bonds  should  be  issued  to  pay  for  assets  that  will  last  approx- 
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imatelv  that   time  and  so  on  to  a  maximum  limitation,  beyond  which  period   no 
bonds  should  be  issued. 

One  of  the  most  complete  studios  of  the  municipal  debt  situation  thus  far 
made  in  this  country  was  made  three  years  ago  by  the  State  of  Massachusetts 
with  the  result  that  the  legislature  of  that  state  at  its  next  session  adopted  a 
law  which  not  only  prevents  the  state  and  also  its  counties  and  cities  from 
issuing  any  but  serial  bonds,  but  also  includes  ,-i  definite  schedule  setting  forth 
the  length  of  time  for  which  bonds  may  be  issued  for  the  various  purposes  of 
government.  This  schedule  is  based  on  the  estimated  life  of  the  public  improve- 
ments for  which  bonds  are  issued.  San  Francisco  has  wisely  followed  a  policy 
of  issuing  serial  bonds  instead  of  what  are  commonly  known  as  sinking  fund 
bonds,  or  instead  of  omitting  entirely,  as  have  some  cities  in  the  past,  to  make 
any  provision  for  the  payment  of  their  bonds.  However,  San  Francisco  might 
with  much  advantage  adopt  a  standard  schedule  of  bond  maturities  which 
would  preserve  a  co-ordination  between  the  city's  debts  and  its  assets.  The 
present  variation  in  this  respeel  is  apparent  from  the  following  tabulation 
which  is  taken  from  the  auditor's  report  for  1914-15: 

Serial 
Date  and  Name  of  Bonds.  Maturity. 

July  1,  1904,  Sy2%. 

County  Jail  and  Hall  of  Justice 1905-1920 

Golden  Gate  Park  Extension  to  Presidio 1905-1944 

Hospital 1905-1914 

Librarv   1905-1944 

Mission  Park   1905-1944 

Plavground 1905-1944 

School 1905-1922 

Sewer  1905-1915 

Street  1905-1928 

July  1,  1908,  5%. 

Fire  Protection   1916-1955 

Garbage   Svstem    1911-1930 

Hall  of  Justice 1912-1931 

Hospital 1913-1932 

School    1914-1938 

Sewer  1915-1954 

Miscellaneous,  4!/o%. 

Hospital  and  Jail,  April  1,   1913 1916-1932 

Water  Supplv,  Jan.  1,  1909 1910-1915 

Polvtechnic  Hi^h  School,  Jan.  1,  1910 1914-1937 

Gearv  Street  Railway,  Julv  1,  1910 1915-1934 

Market  Steet  Railwav,  Julv  1,  1910 1915-1934 

Water  Supply,  Hetch  Hetehy,  July  1,  1910 1920-1964 

Miscellaneous,  5%. 

City  Hall,  Julv  1.  1912 1917-1960 

Exposition.  May  1,  1912 1915-1939 

Municipal  Railwav,  Dec.  1,  1913 1918-1952 
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Temporary  Loans 

Under  the  present  charter  the  city  has  no  authority  to  issue  temporary  loans 
of  any  kind  even  in  anticipation  of  tax  collections.  It  is  believed  that  either 
the  collection  periods  should  be  so  readjusted  that  adequate  revenues  would  be 
collected  and  become  available  at  the  beginning  of  the  fiscal  year  or  that  the 
charter  should  provide  for  the  issuance  of  temporary  loans  to  tide  over  the 
period  between  the  beginning  of  the  fiscal  year  and  the  date  when  the  city 
collects  its  first  installment  of  taxes.  Under  the  present  methods  the  genera 
fund  is  practically  bankrupt  during  those  months  of  the  year  just  prior  to  the 
collection  of  the  November  taxes.  For  example,  the  treasurer's  monthly  report 
for  October,  1914  (dated  November  12,  1914),  shows  that  the  general  fund 
balance  October  31st  was  only  $926.88,  although  he  had  on  hand  at  that  date 
$6,618,693  of  cash  apportioned  to  various  funds  and  $964,794  of  unappor- 
tioned  cash,  a  total  of  $7,583,487. 

Similarly  a  year  later,  October  31,  1915,  the  treasurer's  report  (dated 
November  15,  1915),  shows  that  the  general  fund  held  a  balance  of  only 
$42,429,  although  he  had  on  hand  an  aggregate  of  $5,877,942  of  cash  of  the 
various  funds. 

The  general  fund  borrowed  from  other  funds  $350,000  in  September  and 
$600,000  in  October,  1915,  and  hence  although  there  was  a  balance  of  $42,421 
in  the  general  fund  October  31st,  the  fund  was  really  bankrupted  to  the' 
extent  of  $907,571.  The  amount  borrowed  was,  of  course,  repaid  to  the  proper 
funds  as  soon  as  the  November  taxes  were  received.  This  practice  of  borrowing 
from  other  funds  to  meet  the  current  demands  of  the  general  fund  appears 
to  be  without  legal  authority,  in  fact  the  charter  especially  prohibits  the  use 
of  money  in  one  fund  to  pay  the  claims  of  another  fund.  .The  practical  result 
has  been  that  it  has  enabled  the  city  to  meet  its  current  liabilities  which  would! 
otherwise  have  remained  unpaid  and  embarrassed  not  only  the  government; 
but  the  local  dealers  who  had  advanced  credit  due  in  the  form  of  supplies,1 
materials,  etc.  It  is  understood  that  this  inability  to  pay  its  current  demands 
during  certain  months  of  the  year  was  formerly  an  annual  condition  but  that 
interse  transfers  between  funds,  although  ultra-vires,  have  in  recent  years 
enabled  the  city  to  liquidate  its  current  debt  and  to  do  so  without  any  cost  for 
interest.  However,  it  is  submitted  that  the  time  may  soon  arise  when  therej 
will  be  no  bond  fund  money  available  for  the  general  fund  to  borrow  and 
that  the  amounts  received  from  the  state  during  July.  August,  September  and 
October,  although  relieving  the  burden  somewhat,  will  nevertheless  be  insuf- 
ficient to  meet  the  needs.  Remedial  action  should,  therefore,  be  taken  at  an 
early  date  to  avoid  any  impairment  of  the  city's  credit. 
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AUDITOR 
|  [ncluding  central  accounting  and  auditing  functions  of  the  entire  government.) 

Accounting 
Dual  System  of  Central  Accounting 

A  discussion  of  the  methods  and  procedure  used  in  the  auditor's  office  must 
naturally  relate  very  largely  to  financial  accounting  and  auditing  because  that 
is  the  prime  function  of  this  office.  But  it  is  impossible  to  obtain  an  under- 
standing of  the  city's  central  accounting  and  auditing  methods  by  a  survey  of 
only  the  auditor's  office.  Unlike  the  organization  of  the  financial  offices  of 
other  cities,  central  accounting  in  San  Francisco  is  maintained  not  in  one  but 
in  two  central  offices.  Even  the  provisions  of  the  charter  appear  to  divide  the 
power  and  authority  for  central  accounting  and  auditing.  Therefore,  the 
entire  situation  and  problem  is  discussed  here  in  connection  with  the  auditor's 
office  so  that  the  citizens  may  view  the  situation  in  a  single  picture,  and  thus 
be  able  better  to  understand  the  corrective  measures  which  are  needed. 

Under  the  present  form  of  government  in  San  Francisco,  central  accounting 
authority  should  be  vested  in  the  auditor  or  in  a  city  accountant  appointed 
by  the  mayor.  The  reason  for  the  latter  plan  would  be  to  afford  the  mayor  all 
current  data  needed  for  preparing  and  administering  an  executive  budget 
system.  If  the  office  of  city  accountant  were  established  the  office  of  auditor 
would  function  along  auditing  lines  only. 

A  reading  of  Section  1,  Chapter  II,  Article  IV,  of  the  charter  indicates  that 
the  thought  in  the  minds  of  those  who  framed  the  original  charter  was  that 
central  accounting  should  be  vested  in  the  auditor,  because  it  provides  that  the 
auditor 

"Shall  be  the  general  accountant  of  the  city  and  county  and  shall 
receive  and  preserve  in  his  office  all  accounts,  books,  vouchers,  docu- 
ments and  papers  relating  to  the  accounts  and  contracts  of  the  city  and 
county,  its  debts,  revenues  and  other  financial  affairs." 

The  same  chapter  of  the  charter  also  goes  into  much  detail  in  describing 
certain  kinds  of  financial  records  which  the  auditor  shall  maintain  and  the 
contents  thereof  and  also  describes  with  much  detail  the  auditing  procedure 
to  be  followed  in  that  office. 

Notwithstanding  the  sections  of  the  charter  above  described,  a  charter 
amendment  was  nevertheless  added  December  10,  1912,  and  approved  by  the 
legislature  March  28,  1913,  which  centralized  similar  authority  in  the  board  of 
supervisors  by  providing  that  they  may 

"Prescribe  a  uniform  system  of  accounting  for  the  various  offices 
and  departments."     (Section  40  of  Chapter  II,  Article  II.) 

"Prescribe  the  forms  in  which  demands  against  the  treasury  shall 
be  made  and  presented  and  the  forms  in  which  warrants  shall  be  drawn 
by  the  auditor  and  delivered  for  the  payment  thereof."  (Section  39 
of  Chapter   II,   Article  II.) 
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In  addition  to  the  central  accounting  system  maintained  in  the  auditor's 
office,  the  finance  committee  of  the  board  of  supervisors  is  in  the  anomalous 
position  of  maintaining  another  central  accounting  system  of  its  own.  Both 
systems  have  been  in  operation  in  the  city  hall  for  many  years.  Although  the 
records  maintained  by  the  accountants  of  the  finance  committee  do  not  contain 
all  of  the  detail  that  is  maintained  in  the  auditor's  office,  they  are  neverthe- 
less voluminous  and  comprehensive.  These  accounting  records  of  the  finance 
committee  are  all  unnecessary,  but  through  long  custom  members  of  the  board 
of  supervisors  and  several  department  heads  have  come  to  rely  largely  on  them 
for  information  as  to  the  status  of  appropriations,  location  of  demands,  etc. 
They  could  obtain  the  information  just  as  quickly  from  the  auditor 's  office,  and 
that  is  the  proper  place  to  look  for  it. 

The  building  up  of  expenditure  accounts  in  the  office  of  the  finance  com- 
mittee on  the  basis  of  demands  approved  by  such  committee  naturally  causes 
the  monthly  balance  of  such  accounts  to  differ  from  the  monthly  balances  of  the 
auditor's  accounts,  because  there  are  always  demands  in  transit  which  have  not 
yet  reached  the  auditor,  i.  e.,  an  overlap  at  both  ends  of  the  month.  Howevea 
having  built  up  a  complement  of  expenditure  accounts  on  a  different  basis  from 
the  auditor,  the  finance  committee  accountant  then  proceeds  each  month,  and 
sometimes  at  intervals  during  the  month,  to  reconcile  the  differing  balances  as 
between  the  two  offices.  One  of  the  reasons  advanced  for  maintaining  separate 
accounts  in  the  offices  of  the  finance  committee  is  that  it  serves  as  a  check  on 
the  auditor.  There  is  no  more  logic  in  such  a  conclusion  than  there  would  be 
in  establishing  a  third  central  system,  the  purpose  of  which  would  be  to  cluck 
the  finance  committee. 

Throughout  all  of  the  books  of  account  maintained  by  the  finance  committee 
there  is  little  but  unnecessary  duplication.  The  accountant  even  obtains  the 
monthly  abstract  of  expenditures  from  the  auditor  and  proceeds  to  post  his  own 
ledger  accounts  in  detail  therefrom  and  then  returns  it  to  the  auditor.  Not| 
only  is  every  demand  against  an  appropriation  posted  to  a  ledger  account  as  it 
also  is  in  the  auditor's  office,  but  every  demand  against  bond  funds. 

There  is  no  question  about  the  large  amount  of  work  performed  by  the 
accountant  of  the  finance  committee;  he  is  able  to  do  it  only  by  working  over- 
time. But  from  every  angle  of  proper  organization  and  economic  financing  and; 
accounting  procedure  this  maintaining  of  separate  accounts  by  the  finance  com-' 
mittee  is  unnecessary  and  unjustifiable  and  should  be  discontinued. 

In  its  discontinuance  proper  provision  should  be  made  for  the  accountant 
who  has  so  faithfully  performed  the  work  for  many  years.  Whatever  criti- 
cisms are  made  with  respect  to  the  fundamental  principle  of  maintaining  this 
duplicate  system  or  with  respect  to  individual  defects  of  the  system  itself,  there 
is  no  question  relative  to  the  sincerity  and  integrity  of  the  accountant  who  has 
been  responsible  therefor. 

The  charter  also  gives  to  the  finance  committee  of  the  board  of  supervisor 
authority  to  examine  the  books  of  quasi-public  corporations,  and  in  fact, 
specifically  directs  that  the  committee  shall  do  so.  For  this  purpose  it  has  long 
been  the  practice  for  this  committee  to  retain  a  special  accountant  in  additioi 
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to  the  accountanl  engaged  on  the  bookkeeping  work  of  the  committee.  So  long 
;is  such  a  provision  is  retained  in  the  charter,  there  will,  of  course,  be  need  for 
such  extra  employee,  bul  it  is  as  illogical  from  an  organization  viewpoint  to 
have  the  finance  committee  of  the  legislative  branch  of  the  government  doing 
this  current  administrative  work  as  it.  is  to  have  the  committee  going  through 
the  current  routine  of  operating  a  set  of  books.  Therefore,  when  charter 
revision  is  had,  it  should  transfer  to  the  auditor  the  power  and  authority  to  do 
the  work  now  done  by  the  finance  committee's  extra  accountant. 

In  this  connection  it  is  to  be  noted  thai  the  latter  is  not  paid  on  the 
payroll  of  the  board  of  supervisors  bu1  on  a  special  voucher,  and  the  position 
does  not  appear  in  the  list  of  positions  for  which  appropriations  are  made  in 
the  annual  budget. 

Such  clerical  work  as  remains  for  the  finance  committee  after  the  separation 
therefrom  of  its  administrative  functions,  should  be  performed  by  the  clerk  of 
the  board  of  supervisors  or  one  of  his  assistants  already  on  the  payroll.  There 
is  adequate  clerical  service  available  in  the  office  of  the  clerk  to  furnish  all  of 
the  services  which  the  finance  committee  may  need. 

Centralization  of  Departmental  Accounting 

At  the  present  time  appropriation,  bond  fund,  and  contract  accounting  is 
conducted  not  only  in  the  auditor's  office  and  the  office  of  the  finance  com- 
mittee, but  also  in  most  of  the  accounting  offices  of  the  various  departments  to 
which  the  respective  appropriations,  bond  funds,  contracts,  etc.,  relate.  As  in 
the  case  of  duplication  of  work  between  the  two  central  offices,  this  depart- 
mental duplication  is  also  unnecessary.  Many  cities  have  recognized  the  advan- 
tage of  centralizing  practically  all  of  their  financial  accounting  in  the  office  of 
the  central  accounting  officer,  which  in  San  Francisco,  under  the  present 
charter,  should  be  the  auditor's  office.  Since  not  only  all  payrolls  but  also  all 
claims  of  every  character  must  eventually  clear  through  the  auditor's  office 
and  be  recorded  there,  it  would  entail  very  little  additional  labor  to  so  arrange 
the  auditor's  records  that  all  similar  records  in  outside  departments  might  be 
eliminated.  Not  only  would  this  plan  effect  a  saving  of  time  and  hence  of 
money,  but  it  would  also  obviate  entirely  the  condition  which  always  tends  to 
exist  under  any  system  of  decentralized  accounting,  i.  e.,  discrepancies  in 
balances  of  accounts  as  between  the  central  office  and  the  outside  departments. 

Contingent  Liabilities 

Several  sections  of  San  Francisco's  charter  contain  provisions  for  restricting 
the  city's  expenditures  such,  for  example,  as  the  limitation  of  expenditures  and 
the  amounts  appropriated  each  year,  the  limitation  of  monthly  expenditures  to 
one-twelfth  of  the  annual  appropriations,  etc.  There  can  be  little  doubt  but  that 
the  thought  in  the  mind  of  those  responsible  for  such  provisions  was  to  limit 
not  merely  the  amount  of  money  paid  out  but  to  limit  the  amount  of  liabilities 
incurred.  Limitations  are  almost  futile  unless  they  are  directed  to  the  incurring 
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of  contingent  liabilities  and  not  merely  to  the  paying  of  claims  which  result 
from  such  liabilities.  This  fact  is  obvious  every  day  in  the  financial  operations 
of  the  city.  Notwithstanding  the  maintaining  of  detailed  accounts  in  both  the 
auditor's  office  and  the  financial  committee's  office,  it  is  impossible  to  ascertain 
from  any  book  in  either  place  the  exact  condition  of  specific  appropriations  and 
bond  funds.  The  accounts  show  the  demands  which  have  been  passed  for 
payment  and  the  balance  remaining  unexpended,  but  they  fail  to  show  the 
amount  of  contingent  liabilities  which  have  been  incurred  and  are  outstanding 
against  them.  They  do  not  show  the  encumbrances.  They  show  the  unexpended 
balances  but  do  not  show  the  unencumbered  balances. 

Having  no  record  which  reflected  the  unencumbered  balances  of  appropria- 
tions, the  city  has  been  in  danger  each  year  of  overencumbering  its  appropri- 
ations, i.  e.,  entering  into  contract  and  issuing  purchase  orders  in  excess  01 
amounts  of  such  appropriations  and,  in  fact,  it  has  sometimes  developed  after 
the  close  of  a  year  that  appropriations  have  been  overencumbered.  In  fact  such 
was  the  condition  at  the  close  of  the  year  1915-1916.  Similarly,  the  observation 
of  the  provision  that  only  one-twelfth  of  an  appropriation  may  be  expended 
each  month  means  almost  nothing,  because  the  pro  rata  is  applied  to  the  amount 
of  demands  audited  for  payment  and  not  to  the  amount  of  contract,  purchase 
orders,  etc.,  entered  into  which  encumber  the  appropriations. 

If  any  limitation  is  to  be  prescribed  it  should  relate  to  encumbrances.  So 
far  as  the  pro  rata  is  concerned  it  is  immaterial  when  such  encumbrances  (con- 
tingent liabilities)  are  liquidated.  All  contingent  liabilities  should  be  recorded 
in  the  auditor's  office  against  the  proper  appropriations,  bond  funds,  etc.,  at 
the  time  they  are  incurred. 

In  this  connection  it  is  recommended  that  all  purchase  orders  issued  by  the 
central  purchasing  agency,  the  establishment  of  which  is  urged  elsewhere  in 
this  report,  be  validated  by  the  auditor  before  issuance  so  as  to  be  sure  that 
sufficient  funds  are  available.  Such  a  procedure  is  now  followed  in  rough  for 
construction  contracts,  although  the  reserve  set  up  (amount  of  contract 
charged)  is  not  against  a  specific  appropriation  but  against  the  entire  fund 
from  which  payment  is  to  be  made.  Moreover,  no  reserve  whatever  is  set 
aside  for  supply  contracts.  If  the  authorizations  to  expend  are  to  be  safe- 
guarded at  all  times  and  if  the  city  is  to  be  in  a  position  to  ascertain  at  any 
time  the  exact  condition  of  each  authorization,  it  is  necessary  that  every  order 
to  purchase,  irrespective  of  the  character  and  amount  thereof,  he  registered 
against  such  authorizations  at  the  time  such  contingent  liability  is  incurred. 

To  facilitate  the  auditor's  validation,  the  office  of  the  purchasing  agent 
should  join  that  of  the  auditor,  and  the  latter 's  bookkeeper  who  keeps  the 
appropriation  and  bond  fund  ledgers  should  be  placed  at  a  window  connecting 
the  two  offices.  The  space  assigned  in  the  new  city  hall  for  the  auditor's  staff 
will  easily  permit  of  the  setting  aside  of  a  portion  thereof  for  the  use  of  a 
purchasing  agent  when  a  bureau  of  purchasing  shall  have  been  established. 
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Expense  Accounts 

Statements  of  expense  are  the  only  proper  basis  on  which  to  determine  unit 
costs  of  service  rendered  by  the  various  departments  or  to  use  as  a  basis  for 
estimate  of  annual  appropriations.  No  expense  accounts  are  maintained  in 
the  office  of  either  the  auditor  or  the  finance  committee  and  many  outside  de- 
partments have  no  expense  accounts.  As  distinguished  from  expenditure 
accounts,  those  relating  to  expense  set  forth  the  cost  of  government  on  a  con- 
sumption basis  instead  of  on  a  basis  of  payment,  i.  e.,  they  show  the  cost  of 
services  rendered  and  supplies  consumed  irrespective  of  the  time  they  were 
paid  for.  It  is  immaterial  whether  expense  ledgers  be  installed  in  each  of  the 
departments  or  whether  all  expense  accounting  be  centralized  in  the  auditor's 
office,  but  it  is  very  essential  that  expense  accounts  already  inaugurated  in 
some  departments  be  extended  to  all  departments  and  be  kept  under  control  of 
the  general  ledger  in  tin-  auditor 's  office. 

In  connection  with  expense  accounting  it  is  of  prime  importance  that  an 
adequate  classification  of  functions,  activities  and  objects  of  expenditure  be 
prepared,  adopted  as  a  standard  and  adhered  to  from  year  to  year.  Only  in 
that  way  can  there  be  any  comparison  between  expenses  of  different  depart- 
ments and  between  different  years.  Aside  from  being  of  value  in  preparing 
unit  costs,  such  expense  classifications  are  a  necessity  if  appropriation  esti- 
mates are  to  have  any  real  meaning  and  be  of  any  real  use  as  a  basis  for  judg- 
ment at  budget-making  time.  The  mayor,  the  board  of  supervisors  and  its 
finance  committee,  the  department  heads  and  all  who  are  called  upon  to  express 
judgment  or  make  decisions  at  budget-making  time  should  be  provided  with 
statements  of  expenses  so  classified  that  comparisons  and  conclusions  may 
safely  be  based  thereon. 

Not  only  is  there  no  central  expense  accounting  at  the  present  time  but 
there  are  no  central  records  which  set  forth  a  detail  classification  of  even  the 
demands  which  are  approved  for  payment.  The  statistician  of  the  auditor's 
office  takes  the  registers  in  which  the  demands  are  recorded  and  prepares  an 
analysis  thereof  for  the  purpose  of  the  auditor's  reports,  but  although  this 
involves  considerable  labor  and  the  effort  is  commendable,  the  city's  failure  to 
first  establish  and  formally  adopt  a  standard  classification  for  use  in  making 
such  analyses  results  in  many  items  of  similar  character  being  classified  under 
two  or  more  heads.  Thus,  comparisons  or  conclusions  based  thereon  may  be  of 
doubtful  value  if  not  actually  misleading.  For  example,  expenditures  for  sta- 
tionery are  set  forth  in  the  auditor's  report  for  1914-15  under  six  different 
headings — 

Stationery 

Stationery  and  printing 
Stationery,  printing,  and  postage 
Stationery  and  postage 
Printing  and  stationery 
Printing,  stationery,  and  postage 
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Similarly,  printing  was  classified  under  nine  different  groupings — 

Printing 

Printing  public  documents 
Printing,  stationery,  and  postage 
Stationery  and  printing 
Printing  indexes 
Printing  miscellaneous 
Printing  delinquent  tax  list 
Stationery,  printing,  and  postage 
Printing  and  stationery. 

Transportation  was  reported  under  sixteen  different  groupings  or  captions — 

Transportation 

Livery  and  transportation 

Transportation  of  prisoners 

Mileage 

Auto  hire 

Rent  of  auto  and  garage 

Traveling  expense 

Sundries,  incidentals  and  carfare 

Incidentals  and  carfare 

Carfare 

Auto  service 

Auto  tax 

Rent  of  auto 

Automobile  supplies  and  service 

Automobile  service,  supplies  and  repair 

Livery. 

Many  other  similar  illustrations  of  lack  of  standardization  of  classification 
might  be  cited. 

Tn  several  instances  the  demands  were  merely  registered  as  "cash  advanced" 
and  set  forth  in  the  auditor's  classification  under  the  same  title.  For  example, 
demands  Nos.  605  and  606  of  the  health  department  classified  merely  as  "cash 
advanced"  were  for  traveling  expenses,  automobile  supplies  and  repairs.  De- 
mand No.  604  of  the  health  department  similarly  classified  was  for  a  dozen 
different  kinds  of  expenditure.  A  total  of  $877.27  was  registered  and  classi- 
fied in  this  way. 

Owing  to  the  fact  that  the  present  accounting  system  fails  to  provide  a 
standard  classification  and  codification  thereof  whereby  the  various  kinds  of 
items  may  be  coded  and  posted  by  subtitles  to  proper  analyses  columns,  it 
frequently  transpires  that  the  total  amount  of  a  demand  is  registered  and 
subsequently  classified  and  reported  under  a  title  quite  different  from  the  real 
character  of  the  expenditure.  For  example,  demand  No.  5223,  December  14. 
1915,  of  the  Heteh  Hetchy  bond  fund  and  amounting  to  $233.64  was  classified 
as  "groceries",  whereas  the  thirty-two  items  which  made  up  the  invoice  were 
as  follows : 
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17  For  Groceries 


3  • 

4  ' 

wooden 

stove    W 

stakes 
ood 

4  ■ 
3  ■ 
1     ' 

moving  camp 
hauling 

sandpaper 

32 

Similarly,  demand  No.  5226,  dated  January  13,  1916,  against  the  same  fund 
for  $38S.3.">  was  registered  and  classified  as  "groceries",  whereas  the  thirty-two 
items  which  constituted  the  invoice  were  for — 


3  For  hardware 

3     " 

gasoline 

10     " 

other  supplies 

3     " 

iron  pipe 

1     " 

expressage  and  telephone 

2     " 

forage 

4     " 

horse  and  wagon  hire 

4     " 

hauling 

2     " 

freight 

32 

Of  the  240  demands  which  were  taken  at  random  from  the  files  of  the 
various  funds  other  than  the  Hetch  Hetchy  fund,  twelve,  or  5  per  cent  of  the 
total  number  were  classified  wrongly  in  the  register  and  hence  reported 
wrongly  subsequently  in  the  analysis  of  expenditures. 

Revenue  Accounts 

Coincident  with  the  establishment  of  expense  accounts,  attention  should  be 
given  to  setting  up  in  the  auditor's  office  a  complete  set  of  revenue  accrual 
accounts.  There  are  two  classes  of  revenue  accruals,  (1)  those  accruals  which 
are  coincident  with  the  collection  of  cash,  and  (2)  those  accruals  which  create 
accounts  receivable. 

With  respect  to  the  former  class  which  includes  licenses,  permits,  etc.,  the 
auditor  naturally  considers  the  cash  collection  as  the  accrual.  With  respect 
to  the  second  class,  the  auditor  accrues  the  amount  of  the  annual  tax  rolls  and 
also  assessment  rolls,  but  does  not  maintain  accrual  accounts  for  the  various 
parcels  of  city-owned  property  or  of  other  accruals  which  constitute  accounts 
receivable. 

Leases  are  made  by  the  board  of  supervisors,  approved  by  the  mayor  and 
filed  with  the  clerk  of  the  board  of  supervisors.  Collection  of  the  rentals 
thereon  are  made  by  a  local  real  estate  firm  which  is  designated  as  the  city's 
real  estate  agent.  The  tax  collector  has  an  organization  already  available  for 
making  such  collections,  and  when  next  it  comes  time  to  designate  a  real  estate 
agent,  the  collection  function  should  be  permanently  vested  in  the  tax   col- 


118  San  Francisco 

lector.  An  account  with  every  lease  should  be  maintained  in  a  revenue  accrual 
ledger  in  the  auditor's  office,  the  rentals  should  be  accrued  therein  as  they 
become  due,  and  bills  should  be  prepared  in  this  office  in  duplicate,  the  original 
being  sent  to  the  lessee  and  the  duplicate  to  the  tax  collector  (he  being  the 
central  collection  officer  of  the  city).  If  desired,  both  copies  could  be  sent  to 
the  tax  collector  and  the  latter  could  send  out  the  original  to  the  lessee,  but  in 
any  event,  the  original  copy  should  state  clearly  on  its  face  that  payment  should 
be  made  to  the  tax  collector.  If  an  amount  due  is  not  paid  into  that  office 
within  a  certain  number  of  days,  the  necessary  steps  should  be  taken  to  enforce 
collection. 

The  reason  for  establishing  in  the  auditor's  office  an  accounting  control  for 
this  class  of  revenue  is  exactly  the  same  as  that  which  requires  the  auditor  to 
make  the  extensions  on  tax  rolls  and  verify  the  additions  thereof  and  charge 
the  collection  office  with  the  verified  amount  prior  to  the  time  the  tax  bills  are 
sent  out.  In  fact,  it  is  the  same  reason  which  governs  in  maintaining  in  the 
auditor's  office  an  accounting  and  auditing  control  over  license  documents. 

Stated  in  summary  form,  the  accounts  in  the  auditor's  office  should  be 
placed  on  a  revenue  and  expense  basis  throughout.  At  the  present  time  most 
of  the  central  accounts  take  cognizance  only  of  the  flow  of  cash.  They  relate  | 
only  to  the  cash  received  during  a  current  month  or  year  instead  of  extending 
also  to  the  amounts  which  accrue  during  such  period  irrespective  of  whether 
they  are  collected  during  that  period  or  subsequently ;  they  relate  only  to 
demands  paid  during  a  certain  month  or  year  instead  of  extending  also  to 
expenses  accrued  during  that  period. 

Financial  Stationery 

Nearly  all  of  the  license  documents  and  other  receipt  forms  which  are  issued 
to  payors  by  the  various  departments  that  collect  revenues  are  under  account- 
ing control  in  the  auditor's  office.  This  is  proper  procedure.  It  should  be 
extended  to  all  those  financial  documents  which  evidence  the  collection  of 
revenues  which  do  not  accrue  until  the  money  is  due.  It  should  also  be  noted 
that  the  auditor's  accounting  control  would  be  facilitated  if  regular  ledger 
accounts  were  maintained  with  each  class  of  financial  documents.  Such  a 
stationery  stock  ledger  would  contain  accounts  in  which  he  would  be  debited 
with  the  document  numbers  received  from  the  printer  or  engraver  and  credited, 
with  the  numbers  of  such  documents  delivered  to  the  various  issuing  offices. 
An  account  should  also  be  maintained  with  each  issuing  office  which  would  be 
debited  with  the  document  numbers  of  each  kind  delivered  to  it  and  credited 
with  the  documents  issued  as  shown  by  the  carbon  copies  thereof  returned 
to  the  auditor  and  by  the  cash  reported  by  the  treasurer  as  having  been 
deposited  with  him,  and  by  cancelled  and  spoiled  documents  returned. 

Appropriation  Ledger 

The  auditor  maintains  two  records  which  may  each  be  said  to  serve  the 
purpose  of  an  appropriation  ledger.     Neither  book  is  properly  designed   for 
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smli  purpose,  but  they  do  serve  to  show  the  amount  of  demands  audited 
against  each  appropriation  each  month  and  therefore  show  also  the  unexpended 
balance.  Neither  of  these  records  is  posted  directly  from  the  original  docu- 
ments (demands),  but  both  are  posted  from  a  memorandum  abstract  which 
is  prepared  with  the  expenditure  of  much  labor  by  analyzing  the  entries  which 
have  been  made  in  the  "register  of  demands". 

Accounting  revision  in  this  office  should,  of  course,  include  a  properly 
designed  appropriation  ledger  which  would  provide  for  showing  all  of  the 
credits  to  each  appropriation  account,  whether  by  transfer,  by  supplemental 
appropriation,  refund,  sundry  sales,  etc.,  and  also  show  currently  the  amount 
of  the  contingent  liabilities  incurred  against  the  respective  appropriations  as 
well  as  the  amount  of  demands  cleared  against  it.  In  designing  a  new  pro- 
cedure for  appropriation  accounts  and  new  ledger  forms,  provision  should  be 
made  for  showing  separately  the  amount  of  each  appropriation  used  for  pay- 
ment of  personal  services,  irrespective  of  whether  such  claims  are  paid  on 
regular  payroll  forms  or  mi  demand  or  other  voucher  forms. 

Contract  Ledger 

Tlie  auditor  maintains  three  auxiliary  contract  ledgers.  The  amounts  of 
contracts  credited  to  these  accounts  are  taken  from  advices  received  from  the 
departments  for  which  the  contracts  are  executed  and  do  not  include  supply 
contracts.  The  charges  against  the  various  accounts  are  made  from  a  memo- 
randum slip  which  the  bookkeeper  of  the  "register  of  demands"  prepares  when 
he  passes  the  demands.  Accounting  revision  should  include  the  establishment 
of  a  single  contract  ledger  instead  of  three  separate  ledgers  as  at  present. 

Claimants'  Ledger 

Xo  claimants'  ledger  is  maintained  either  in  the  auditor's  office  or  in  the 
office  of  the  finance  committee.  Such  a  ledger  is  always  valuable  for  showing 
the  amount  of  purchases  with  each  vendor,  as  an  assistance  to  prevent  the  pay- 
ment of  the  same  claim  twice,  and  as  an  index  reference  to  the  document  files. 
It  should  be  in  the  form  of  large  cards  alphabetically  arranged.  At  the  pres- 
ent time  the  various  officials  who  sign  their  approval  on  the  demands  in  the 
central  offices  depend  on  the  statements  of  the  various  departments  that  the 
demands  have  not  been  paid  before. 

Property  Ledger 

The  city  has  no  property  ledger.  In  fact,  until  1916  there  was  no  com- 
plete record  in  existence  descriptive  of  all  the  properties  owned  by  the  city. 
Such  a  record  in  loose-leaf  form  containing  historical  data  relative  to  the  cost 
price,  location,  vendor,  etc.,  and  also  a  plat  showing  graphically  the  location 
of  each  property  has  recently  been  prepared  by  the  public  works  department. 
It  represents  a  great  deal  of  work  and  is  a  long  step  in  the  right  direction. 
The  financial  data  set  forth  thereon  should  be  posted  in  a  properly  designed 
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property  ledger  and  brought  under  accounting  control  of  a  summary  account 
in  the  general  ledger.  In  addition  to  a  ledger  containing  accounts  for  real 
estate  owned  by  the  city,  there  should  be  an  equipment  ledger  so  that  the 
city's  large  investment  in  equipment  of  various  kinds,  which  is  scattered 
throughout  the  various  departments  in  many  locations,  may  be  under  current 
accounting  control. 

Registers  of  Expenditure  Documents 

Accounting  revision  should  include  the  necessary  registers  of  not  only 
demands,  but  also  of  all  other  expenditure  documents  immediately  when  they 
are  received  in  the  auditor's  office  so  that,  first,  they  may  become  a  matter  of 
record  in  the  office  in  event  it  becomes  desirable  to  know  whether  any  particu- 
lar document  was  received  there,  and,  secondly,  as  a  means  of  posting  the 
proper  controlling  expenditure  accounts  in  the  general  ledger  and  thus  proving 
independently  the  accuracy  of  the  postings  to  the  various  subsidiary  expendi- 
ture ledger. 

At  the  present  time  it  appears  that  much  unnecessary  clerical  work  is  being 
done  in  connection  with  registering  demands,  particularly  in  the  registration 
of  payrolls.  For  example,  every  name  on  each  payroll  is  copied  into  a  register 
notwithstanding  the  fact  that  the  roll  itself  is  retained  in  the  auditor's  office 
in  loose-leaf  binders  and  is  in  effect  the  best  kind  of  a  register  because  it  is  the 
original  document. 

Registers  of  Receipt  Documents 

Accounting  revision  should  also  include  properly  designed  registers  neces- 
sary (1)  to  obtain  immediately  upon  their  receipt  in  the  auditor's  office  a  con- 
trol over  the  various  receipt  documents  themselves,  and  (2)  to  build  up  totals 
for  posting  in  the  general  ledger  the  proper  summary  controlling  accounts  of 
revenues  and  receipts. 

The  register  of  receipts  (cash  book)  now  maintained  by  the  auditor  pro- 
vides only  one  line  for  recording  the  daily  amount  deposited  with  the  treasure! 
by  each  of  the  respective  departments,  and  it  therefore  becomes  necessary  for 
the  bookkeeper  to  underline  in  small  memorandum  notes  the  amounts  neces- 
sary to  indicate  the  various  kinds  of  receipts,  and  he  is  then  compelled  to  pre- 
pare from  this  analysis  a  columnar  abstract  of  his  interlineations  and  thus 
accumulate  a  monthly  total  for  posting  to  his  distribution  book  so  that  the 
amount  of  each  kind  of  revenue  received  monthly,  quarterly,  annually,  etc., 
may  be  separately  reported.  It  is  suggested  that  a  register  of  receipts  be  used 
as  an  auxiliary  of  the  cash  book.  The  detail  of  each  item  would  be  entered  in 
the  proper  column  of  the  register  and  the  totals  posted  to  the  cash  book  daily 
and  to  the  distribution  book  monthly. 

General  Ledger 

The  auditor  should  operate  a  general  ledger  containing  (1)  controlling 
accounts  over  all  subsidiary  ledgers,  such  as  expense,  revenue,  contract,  claim- 
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ants,  appropriation,  bond,  property,  etc.;  (2)  such  special  and  trust  accounts 
as  do  not  fall  within  the  scope  of  other  ledgers,  and  (3)  all  summary  and 
other  accounts  accessary  to  produce  a  complete  balance  sheet  of  the  city.  In 
this  sense  of  the  term,  San  Francisco  now  lias  no  general  ledger.  The  account- 
ing system  will  never  meet  the  city's  need  until  a  real  general  ledger  is  in- 
stalled and  in  successful  operation. 

Too  Many  Demands 

Revision  of  the  city's  accounting  system  should  include  a  readjustment  of 
the  departmental  and  central  office  procedure  so  that  the  number  of  demands 
which  are  cleared  through  the  accounting  records  of  the  various  offices  and 
which  require  the  time  and  attention  of  the  several  boards,  committees  and 
executive  officials,  may  be  reduced  to  a  minimum.  An  examination  of  the 
demands  in  the  files  of  the  auditor's  office  shows  that  the  number  of  these 
documents  now  handled  each  month  is  excessive  and  unnecessary.  The  pro- 
cedure should  be  so  regulated  that  only  one  demand  will  clear  each  month  in 
each  department  for  each  vendor  doing  business  with  the  city. 

Among  the  many  instances  where  several  demands  were  cleared  for  a 
single  dealer  during  a  single  month,  the  following  are  cited :  During  the  month 
of  February,  1916,  18  separate  demands  were  cleared  for  F.  L.  Cassaretto,  14 
for  C.  H.  Baird,  11  for  Bartlett  and  Miller,  and  6  demands  for  Mrs.  Mary 
Jones.  These  demands  were  all  charged  against  the  Hetch  Hetchy  bond  fund. 
The  total  number  of  demands  cleared  against  that  fund  during  the  month  was 
133  and,  as  shown  above,  49  of  these,  or  37  per  cent  of  the  whole  number,  were 
drawn  in  favor  of  four  persons.  Such  needless  work  should  be  eliminated. 
Similarly,  105  of  the  164  demands  audited  against  the  school  fund  during 
August,  1915  (a  month  selected  at  random  from  the  files),  were  in  favor  of 
only  twenty-seven  persons  or  firms.  If  one  demand  had  been  used  for  each 
person  or  firm  having  two  or  more  demands,  there  would  have  been  issued 
only  SQ  demands,  i.  e.,  78  demands,  or  47^  per  cent  of  the  total  number  would 
have  been  eliminated.  The  volume  of  unnecessary  work  Involved  may  be  more 
clearly  understood  when  it  is  stated  that  included  in  the  105  demands  which 
were  drawn  payable  to  the  twenty-seven  persons,  there  were  10  demands  in 
favor  of  Schwabacher-Frey  Company,  which  were  all  cleared  through  the 
auditor's  office  on  the  same  date  (August  7th)  ;  likewise,  there  were  10  de- 
mands in  favor  of  Moore-Watson  Dry  Goods  Company,  three  of  which  cleared 
the  auditor's  office  on  August  7th,  and  seven  on  August  16;  likewise,  there 
were  thirteen  demands  in  favor  of  William  Bateman,  twelve  of  which  cleared 
the  auditor's  office  on  August  7th. 

It  is  believed  that  even  the  number  of  demands  of  a  single  firm  or  person 
against  two  or  more  departments  might  also  be  greatly  reduced.  The  need 
for  attention  to  this  class  of  demands  is  evidenced  by  such  conditions  as  the 
following:  There  were  twenty -five  separate  demands  cleared  through  the 
auditor's  office  during  August,  1915,  in  favor  of  the  Daily  Journal  of  Com- 
merce, in  payment  for  advertising  as  follows : 
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Board  of  public  works 6 

Civil    service  commission 3 

Mayor     2 

Board   of  supervisors 6 

Fire    department    3 

Treasurer   2 

Public     administrator 1 

Common     schools 2 

25 

Payroll  Procedure 

Payroll  Forms 

All  employees  of  the  city  are  paid  once  each  month. 

All  of  the  payroll  forms  used  by  the  various  departments  are  uniform  in 
style  and  content  except  those  of  the  board  of  education  and  the  public  -works 
department.  The  board  of  education  has  recently  adopted  a  new  form  which, 
with  respect  to  its  adaptability  for  obtaining  the  signatures  of  payees,  cannot 
be  operated  with  as  much  facility  as  the  standard  payrolls  used  by  other  depart- 
ments, and,  in  this  respect,  it  should  be  revised.  The  public  works  department 
uses  a  special  form  which  is  larger  and  adapted  to  the  greater  number  of  per 
diem  employees. 

It  is  to  be  noted  that  the  park  department,  superior  and  juvenile  courts, 
weights  and  measures  department,  police  and  fire  pensioners  and  juries  are 
not  paid  on  payroll  forms. 

In  addition  to  the  above  exceptions,  it  is  to  be  noted  that  there  are  a  few  j 
employees  whose  names  do  not  appear  on  the  monthly  payrolls,  but  who  are 
paid  on  separate  voucher  forms.  This  practice  extends  in  some  degree  even  j 
to  the  office  of  the  clerk  of  the  board  of  supervisors.  Such  employees  in  nearly 
every  instance  are  paid  out  of  appropriations  other  than  those  which  have 
been  made  for  salary  purposes,  such  as  an  appropriation  for  "expenses".  This 
practice  is  to  be  condemned  because  it  tends  to  hide  such  salary  items. 

Payrolls  Prepared  in  Advance 

Notwithstanding  the  fact  that  all  payrolls  relate  to  the  calendar  month  and 
that  the  services  for  which  the  employees  are  paid  are  not  all  rendered  until 
the  close  of  the  month,  payrolls  are  nevertheless  prepared  and  the  individual 
checks  are  drawn  in  the  various  departments  several  days  before  the  close  of 
each  month.  For  example,  several  of  the  large  departments  send  to  the 
auditor's  office  about  the  20th  of  each  month  a  duplicate  copy  of  their  payrolls 
and  the  individual  pay-checks  for  the  employees  named  thereon.  The  auditor 
uses  this  duplicate  as  a  basis  for  posting  the  names  of  the  payees  in  his  register 
of  demands  and  attaches  his  signature  to  the  pay-checks.  Subsequently,  when 
the  original  copy  of  the  roll  reaches  him  from  the  department  via  the  civil 
service  commission,  it  is  checked  to  the  names  of  the  payees  in  the  register  of 
demands,  and  disbursement  of  the  pay-checks  is  begun. 


Auditor  123 

Criticism  of  this  procedure  attaches  to  the  fact  that  payrolls  are  approved 
by  the  civil  service  commission  and  by  the  auditor  before  the  expiration  of 
the  period  to  which  they  relate,  and  a  considerable  proportion  of  the  employees 
arc  actually  paid  before  the  expiration  of  such  period.  For  example,  the 
police  rolls  are  usually  paid  about  the  28th  of  each  month,  and  the  salaried 
employees  of  most  of  the  other  departments  are  paid  about  the  29th.  There  is 
no  definiteness  with  respect  to  these  dates,  but  the  rolls  are  always  paid  before 
the  expiration  of  the  month. 

With  resped  to  the  payrolls  for  wage  earners  in  the  various  bureaus  of 
the  public  work  department,  payment  is  not  made  until  after  the  beginning  of 
the  ensuing  month,  but  there  is  no  definiteness  with  respect  to  the  dates  thereof. 
This  indefiniteness  of  pay  dates  is  a  feature  which  should  receive  the  atten- 
tion of  all  departments,  and  their  co-operation  in  correcting.  The  present 
chaotic  conditions  make   for  confusion  throughout  the  government  for  several 

days  during  the  paying  period.     Son niployees  begin  to  expect  their  money 

two  or  three  days  before  the  close  of  the  month,  and  for  the  next  ten  days 
there  are  continual  inquiries  relative  to  the  time  when  payment  will  be  made. 
This  condition  detracts  from  the  efficiency  of  the  employees'  work  and  tends 
to  confusion  in  the  offices  of  the  respective  departments,  the  civil  service  com- 
mission, auditor,  and  treasurer.  An  illustration  of  the  present  lack  of  a 
standard  procedure  is  afforded  by  the  following  tabulation  of  days  when  cer- 
tain branches  of  the  service  were  paid  during  the  first  five  months  of  1916: 

Bureau  of  engineering  (paid  from 
bond  funds)    Feb. 

Bureau    of   architecture " 

Mechanics — bureau  of  public  build- 
ings    " 

Sewer  employees " 

Side-sewer  employees    " 

Street  cleaning  employees " 

Street  repair   employees " 

Teamsters     " 

Municipal  railway  motormen,  conduc- 
tors, etc " 

Auditorium  employees 

Hetch  Hetchy  employees  (engineering 

bureau )     "    ] 

The  procedure  should  be  so  standardized  that  payrolls  will  move  automati- 
cally and  with  regularity  at  the  close  of  each  month.  Unless  a  payroll  is  held 
up  it  should  reach  the  respective  offices  at  a  certain  time  of  a  certain  date  each 
month.  If  a  roll  is  held  up  for  only  a  few  employees  thereon,  they  should  be 
deducted  from  the  roll  and  made  the  subject  of  a  supplemental  roll,  the 
original  roll  being  sent  on  its  way  instead  of  being  held  up  in  its  entirety, 
because  of  a  few  names  thereon. 

While  there  can  be  no  legitimate  objection  to  preparing  rolls  and  the  accom- 
panying pay-checks  prior  to  the  expiration  of  the  period  to  which  they  relate, 
there  should  be  no  certification  thereof  until  such  period  has  expired.  Much 
less  should  there  be  any  disbursement  of  pay-checks  until  after  the  expiration 
of  such  period. 
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Time  Reports 

Every  payroll  should  be  made  out  from  properly  certified  time  reports, 
and,  hence,  when  a  roll  is  paid  before  the  close  of  a  month,  any  certification 
that  the  services  have  been  rendered  cannot  possibly  be  supported  by  the 
departmental  time  records.  The  character  of  time  records  varies  in  differ  era 
departments.  Some  require  employees  to  sign  time  books,  and  most  of  the 
departments  have  recently  established  the  practice  recommended  by  the  civil 
service  commission  which  requires  each  employee  to  make  out  a  daily  time 
slip,  showing  the  number  of  hours  each  person  was  engaged  on  each  kind  of 
work.  Examination  of  a  number  of  such  time  reports  indicates  that  sufficient 
attention  is  not  being  given  by  administrative  heads  to  sceuring  accuracy  in 
these  reports.  If  properly  made  out  and  certified  to,  daily  time  reports,  prop- 
erly summarized  at  the  end  of  the  month,  are  the  only  correct  basis  on  which 
to  prepare  a  payroll,  and  the  fact  that  they  are  on  file  and  in  support  thereof, 
should  appear  in  the  certificate  attached  to  the  payroll. 

Inadequate  Certification  in  Payrolls 

Considering  the  fact  that  more  than  one-half  of  the  annual  budget  appro- 
priation of  the  city  of  San  Francisco  is  paid  out  for  personal  services,  it  is 
important  that  every  precaution  be  taken  to  establish  the  integrity  of  the 
entire  procedure  incident  to  paying  employees.  After  seeing  to  it  that  the 
name  of  every  employee  appears  on  the  payroll  form  and  that  every  payroll 
is  supported  by  properly  prepared  and  certified  time  reports,  the  next  step  is 
to  secure  an  adequate  certification  of  the  payroll  itself.  The  payroll  forms 
now  used  in  paying  employees  are  incomplete  in  the  certificates  contained 
thereon.    At  the  top  of  each  payroll  the  following  statement  appears: 

"Department  

presents  this  demand  that  the  auditor  draw  warrants  in  accordance  with 
Sections  6  and  7,  Chapter  I,  and  Chapters  II,  III  and  IV  of  Article  III  of  the 
Charter,  on  the  treasurer  of  the  city  and  county  of  San  Francisco  against 
the  general  fund  in  settlement  of  the  claims  for  persons  herein  named  for 

salary  for  services  rendered  for  the  month  of in  the 

amounts  opposite  their  respective  names. 

"This  demand  is  made  under  the  authority  of  the  charter  and  ordinances 

Nos and  in  accordance  with  the  appropriations 

made  by  the  board  of  supervisors.  The  items  thereof  are  payable  only  out 
of  the  income  and  revenue  provided,  collected  and  paid  into  the  general  fund 
in  the  treasury  for  the  fiscal  year  ending  June  30,  19.  . . ." 

The  only  certifications  and  signatures  on  the  roll  are  as  follows : 

First :  The  department  head  signs  his  name  underneath  the  following 
statement : 

"This  demand  of pages  for  $ as  itemized  is  approved." 

Second:  The  secretary  of  the  civil  service  commission  signs  his  name 
underneath  the  following  statement: 
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"Examined  and  approved  by  the  civil  Bervlce  commission." 

Third:  The  deputy  auditor,  for  the  auditor,  then  signs  his  name  under 
the  following  statemenl  : 

"The  foregoing  demand  as  itemized  is  allowed  excepting  the  following 
items : 

Amount  allowed  $ 

By 

Auditor  Deputy" 

There  should  he  ;i  definite  certification  by  each  of  the  respective  officials 
relative  to  the  facts  of  which  tiny  have  personal  information  such  as  legality 
of  appointment,  services  actually  rendered  in  full  by  persons  named  and  sup- 
ported by  the  time  reports  on  file,  correctness  of  rates  of  compensation  and 
adequate  authority  authorizing  same,  availability  of  unencumbered  appro- 
priations or  funds  to  cover  the  amount,  etc.  In  short,  the  certifications  on  every 
payroll  should  be  such  as  will  definitely  fix  responsibility  for  every  phase  of 
the  payment— from  the  authorization  to  employ,  including  the  appointment, 
rendering  of  services,  availability  of  funds,  etc. 

It  is  to  be  noted  particularly  that  this  lack  of  adequate  certification  and 
attaching  of  dates  thereof  is  one  of  the  factors  which  now  permits  the  paying 
of  payrolls  prior  to  the  expiration  of  the  period  to  which  they  relate.  Not 
only  is  the  certification  inadequate,  but  an  examination  of  a  large  number  of 
payrolls  shows  that  it  is  the  practice  of  most  of  the  department  heads  when 
signing  the  rolls  to  omit  dating  them,  i.  e.,  inserting  the  date  when  they  attach 
their  signatures  of  approval.  Similarly  the  payrolls  contain  no  date  to  show 
when  they  were  approved  by  the  civil  service  commission  or  signed  by  the 
secretary  thereof.  With  respect  to  the  signature  of  the  auditor,  the  payrolls 
are  all  dated  the  last  day  of  the  month,  although  several  of  them  are  signed  by 
the  deputy  auditor  prior  thereto. 

Accounting  revision  of  San  Francisco's  business  system,  as  applied  to  the 
payroll  procedure,  might  well  provide  for  the  preparation  of  all  payrolls  and 
payroll  checks  in  a  central  office.  In  these  days  of  mechanical  devices,  the 
writing  of  pay-checks  may  be  greatly  simplified.  For  example,  in  New  York 
City  the  preparation  of  payrolls,  certification  by  the  civil  service  commission 
and  audit  by  the  comptroller  are  all  conducted  in  one  and  the  same  office  by 
representatives  of  these  several  branches  of  the  service.  All  payrolls  and  pay- 
checks are  written  by  mechanical  devices,  the  checks  being  written  by  a  specially 
constructed  machine  which  writes  7500  pay-checks  per  hour.  After  the  names, 
rates,  number  of  employees  and  budget  schedule  lines  are  inserted,  the  payrolls 
are  issued  from  this  central  office  to  the  outside  departments  so  that  the  time 
of  employment  and  the  compensation  due  and  the  necessary  certifications  in 
the  departments  may  be  inserted  by  the  persons  having  personal  knowledge 
of  these  various  facts. 

Method  of  Paying  Should  Be  Revised 

All  policemen,  school  teachers,  and,  in  fact,  all  other  salaried  employees  of 
the  city  government,  with  the  following  exceptions,  come  personally  to  the  City 
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Hall  each  month  to  receive  their  pay-checks.  Most  of  the  firemen's  checks  are 
taken  to  them  by  the  captains  or  lieutenants  of  their  respective  companies. 
These  offices  sign  the  names  of  the  payees  in  the  receipt  column  of  the  payroll, 
or  in  some  cases,  merely  sign  their  own  name.  However,  at  the  time  that  the 
pay-checks  are  prepared  in  the  fire  department,  the  men  who  desire  to  have 
their  pay-checks  brought  to  them,  endorse  their  checks  over  to  the  captain 
or  lieutenant  before  they  are  sent  to  the  auditor's  office  for  signature.  More- 
over, a  considerable  number  of  these  employees  have  filed  with  the  auditor 
power  of  attorney  for  their  superior  officers  to  obtain  their  pay-checks. 

The  secretary  of  the  park  board  obtains  all  the  pay-checks  for  that  depart- 
ment, power  of  attorney  for  him  to  do  so  having  been  filed  with'  the  auditor, 
and  subsequently,  returns  to  the  auditor  a  payroll  in  which  a  signature  appears 
on  each  line  of  the  receipt  column. 

With  respect  to  each  of  the  institutions  under  the  jurisdiction  of  the  health 
commission,  a  single  check  is  drawn  for  the  entire  amount  of  the  roll  of  each 
institution.  This  is  signed  by  the  auditor,  delivered  to  the  head  of  the  depart- 
ment, or  his  representative,  who  then  cashes  it  and  pays  his  employees  himself 
in  cash.  An  idea  of  the  size  of  the  payrolls  of  these  institutions  may  be 
obtained  from  the  following  statement  of  the  payrolls  thereof  for  May,   1916 

Payroll  Demand  No.  28,797,  Relief  Home  for  Aged  and  Infirm $5,456.00 

"     28,798,  Isolation   Hospital    2,043.00 

"     28,799,  San  Francisco   Hospital 10,866.00 

"     28,800,  Tuberculosis             "        2,127.00 

As  pointed  out  in  those  chapters  in  this  report  relating  to  the  several  insti- 
tutions, many  of  the  positions  therein  are  at  salary  rates  which  differ  from  those 
set  forth  in  the  annual  budget  appropriation.  This  condition  alone  makes  it 
desirable  to  have  the  rolls  disbursed  by  the  auditor  aud  treasurer.  In  any 
event,  it  is  bad  business  practice  to  turn  over  to  the  representative  of  any 
department  or  institution  in  cash  or  a  single  check  the  entire  amount  which 
is  to  be  paid  the  employees  thereof.  Every  employee  named  on  a  roll  should 
present  himself  in  person  to  the  disbursing  officer  named  in  the  charter.  A 
representative  of  the  disbursing  officer  should  go  to  the  institution  and  pay 
the  employees  in  cash,  because  they  have  no  facilities  for  cashing  checks  there. 

The  objection  to  having  outside  employees  coming  to  the  City  Hall  for 
pay-checks  is  the  loss  of  time  involved.  It  was  stated  that  policemen,  school 
teachers  and  other  salaried  persons  who  now  come  to  the  City  Hall  for  pay- 
checks do  so  in  their  time  off  and  do  not  come  during  the  hours  when  they  are 
supposed  to  be  on  duty.  This  does  not  hold  true  in  the  case  of  per  diem 
employees  of  the  public  works  department.  There  are  about  700  street  clean- 
ers, street  repairmen,  drivers,  etc.,  who  begin  to  appear  in  the  auditor's  office 
on  the  pay-day  of  each  month  about  three  o'clock.  It  is  apparent  that  they 
have  stopped  work  from  one  to  two  hours  before  the  close  of  the  day  in  order 
to  obtain  their  pay.  Considering  the  fact  that  over  300  of  the  street  repairmen 
get  from  $3.00  to  $6.50  per  day,  the  loss  of  time  to  the  city  each  month  is  thus 
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considerable.  These  nun  should  be  paid  by  check  but  should  not  be  required 
to  come  to  the  City  Hall.  A  separate  roll  should  be  prepared  for  each  organi- 
sation  unit,  and   the  superintendent,    foreman,   or  other  officer   in   supervision 

thereof  should  distribute  the  checks  to  the  □  where  they  are  at  work  or  at 

various  central  points,  such  as  stables,  tool  houses,  etc. 

The  pay-checks  now  in  use  are  specially  designed  to  facilitate  identification 
of  the  payee.  Thej  are  similar  to  the  checks  used  by  the  express  companies 
and  tourist  agencies.  The  form  of  pay-check  is  excellent  in  this  respect,  but 
an  examination  of  a  large  number  of  them  indicated  that  the  space  for  identi- 
fication signature  frequently  was  left  blank.  It  should  be  signed  in  every 
case  ;it  the  time  of  delivery  to  payee  and  thus  make  it  possible  for  any  city 
employee  to  identify  himself  and  gel  his  check  cashed  almost  anywhere  in  the 
city.  This  would  obviate  the  necessity  of  paying  in  cash,  which  method  is 
objected  to  by  the  treasurer  because  of  the  danger  of  carrying  cash  through 
the  city.  In  this  connection,  however,  there  can  be  no  more  danger  of  having 
a  disbursing  officer  carry  cash  to  an  institution  than  in  having  the  head  of 
such  institution  go  to  the  treasurer's  office  and  get  the  cash.  Whatever  method 
is  finally  decided  upon,  it  is  evident  that  there  is  need  for  further  revision  of 
the  present  method  of  paying  employees  in  the  park  department,  in  the  insti- 
tutions of  the  health  department  and  the  per  diem  employees  of  the  public 
works  department. 

Vacation  Payrolls 

The  practice  of  extending  the  two  weeks  vacation  privilege  to  per  diem 
employees  of  the  city  is  tending  toward  abuses  which  will  be  a  large  addi- 
tional charge  each  year  against  the  appropriations.  For  example,  the  board  of 
public  works  certifies  for  two-week  vacations  per  diem  men  who  have  been  in  the 
employ  of  the  city  only  240  days  of  eight  hours  each,  and,  in  computing  such 
240  days,  all  "over-time"  is  included.  For  example,  every  eight  hours  that  a 
man  works  over-time  counts  as  a  day  in  the  240.  The  board  does  not  require 
that  a  man  be  employed  from  a  date  twelve  months  prior  to  the  vacation.  It 
only  stipulates  that  240  days  of  employment  may  have  elapsed  between  vaca- 
tions. Since  there  are  approximately  two  months  more  of  working  days  each 
year  than  the  240  recognized  by  the  board  of  public  works,  irrespective  of  the 
over-time  allowance  above  cited,  the  practice  does  not  seem  justifiable  nor  con- 
sonant with  any  policy  of  economy. 

As  an  illustration  of  the  laxity  in  paying  for  vacation  time,  public  works 
payroll  No.  159,  which  cleared  July  1,  1916,  for  210  men  in  the  street  repair 
and  street  cleaning  service,  amounted  to  $7,640.50  and  was  in  payment  for 
vacations  of  from  one  to  twelve  days  already  taken.  While  it  is  true  that  this 
payroll  had  been  held  up  by  the  civil  service  commission  for  several  weeks 
(but  w^as  nevertheless  finally  allowed  in  accordance  with  an  opinion  of  the  city 
attorney)  the  vacations  which  it  covered  were  said  to  have  been  taken  as  far 
back  as  October  and  December,  1915,  and  also  in  January,  February,  March 
and  April,   1916.     The   civil  service  commission  is  compelled  to  rely  on  the 
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certification  of  the  board  of  public  works  that  the  per  diem  men  have  been 
employed  the  number  of  days  that  entitled  them  to  a  vacation.  In  this  con- 
nection, the  vacations  are  authorized  by  the  supervisors  on  a  yearly  basis,  and 
the  board  of  public  works  determines  what  shall  constitute  a  year.  An  exam- 
ination of  this  entire  procedure  suggests  the  thought  that  payments  of  public 
money  in  such  a  way  are  nothing  more  nor  less  than  a  gift  to  per  diem  em- 
ployees who  were  unable  to  work  during  certain  days  of  the  year  because  of 
bad  weather. 

Auditing 

The  present  business  procedure  does  not  provide  the  auditor  with  the 
information  with  which  he  should  be  equipped  in  order  to  make  a  thorough 
audit  of  every  claim.  If  he  is  to  be  the  auditor  in  the  full  sense  of  the  word, 
the  procedure  should  be  completely  reversed  as  outlined  in  that  portion  of  this 
report  relating  to  the  payment  of  claims.  (See  chapter  on  purchasing  meth- 
ods.) Contracts,  leases,  etc.,  should  be  filed  with  the  auditor.  He  should  be 
furnished  copies  of  all  purchase  orders,  invoices,  receipts  of  deliveries,  etc., 
immediately  without  waiting  for  several  weeks  until  such  documents  have 
passed  through  the  hands  of  various  other  officials,  boards,  etc.  In  fact,  the 
thorough  examination  and  approval  of  the  auditor  should  be  sufficient  to  estab- 
lish the  integrity  of  a  claim,  provided  he  makes  the  field  inspection,  secures 
the  certified  statements,  etc.,  herein  recommended. 

With  respect  to  contract  price,  extensions  and  additions,  he  now  relies 
largely  on  the  signature  of  the  accountant  of  the  finance  committee. 

With  respect  to  payrolls,  he  relies  on  the  certification  of  the  civil  service 
commission.  Considering  the  flexibility  of  the  procedure  now  followed  by  that 
commission,  the  small  staff  available  to  perform  the  current  work  thereof, 
various  methods  of  paying  employees,  etc.,  it  is  believed  that  a  basis  should 
exist  in  the  auditor's  office  for  complete  verification  of  the  correctness  of  every 
item  on  every  payroll. 

He  should  be  furnished  also  with  all  documents  necessary  to  enable  him  to 
audit  both  revenue  accruals  and  collections.     This  is  not  the  case  under  pres- 
ent  procedure.     For  example,  he  stated  that  no  opportunity  was  afforded  to 
audit  the   correctness  of   extensions   and   additions   on   the   Twin   Peak  tunnel  I 
assessment  rolls. 

Other  Functions  of  the  Auditor's  Office 


In  addition  to  the  general  accounting  and  auditing  procedure  in  this 
office,  there  are  several  features  deserving  of  special  notice  in  this  report, 
including : 

1 — Audit  of  tax  rolls  and  preparation  of  state  roll. 

2 — Accounting  for  all  redemptions  of  property  which  has  been  sold  fori 
taxes. 
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3 — Accounting  for  all  bail  bond  money  of  the  police  and  superior  courts 
and  also  for  inheritances  taxes. 

4 — Financial  accounting  and  oilier  statistical  work  incidental  to  the  pay- 
ment of  private  charitable  institutions  for  minors  and  orphans. 

5 — Work  incident  to  custodianship  of  bond  coupons. 

6 — Certification  re  bond  sales. 

Audit  of  Tax  Rolls  and  Preparation  of  State  Roll 

An  important  function  of  the  auditor's  office  is  the  work  which  he  per- 
forms in  connection  with  the  tax  rolls  each  year.  With  respect  to  the 
original  rolls  received  from  the  assessor,  he  extends  the  tax  rates,  verifies 
the  additions  of  the  valuations  and  audits  the  amount  of  the  rolls  so  that  he 
may  make  a  correct  charge  on  his  books  against  the  tax  collector  for  the 
aggregate  amount  turned  over  to  the  latter  for  collection.  When  the  penalty 
on  the  first  installment  attaches,  the  collector  returns  the  rolls  to  the  auditor 
who  then  adds  the  open  items  and  checks  the  total  thereof  with  the  amount 
of  money  which  the  collector  has  deposited  with  the  treasurer.  The  auditor 
then  computes  and  inserts  in  the  rolls  the  15  per  cent  penalty  and  returns 
them  to  the  collector.  Subsequently,  when  the  second  installment  becomes 
delinquent,  the  collector  again  returns  the  rolls  to  the  auditor  with  an  ab- 
stract of  the  taxes  which  still  remain  delinquent,  which  abstract  the  collector 
has  prepared  with  his  own  temporary  clerks. 

The  auditor  verifies  the  correctness  of  the  abstract,  credits  the  collector 
with  the  collections  which  have  been  made,  the  abstract  then  being  returned 
to  the  collector  and  the  original  roll  being  retained  by  the  auditor.  The 
abstract,  usually  referred  to  as  the  "delinquent  roll,''  is  used  by  the  collector 
until  the  delinquent  taxes  are  advertised  and  finally  sold,  and  it  is  then 
returned  to  the  auditor's  office,  after  which  redemptions  are  handled  through 
the  tax  redemption  clerk  of  this  office.  This  verification  of  the  correctness  of 
the  rolls  by  the  auditor  is  excellent  procedure. 

In  addition  to  the  penalties  added  to  the  tax  bills  by  the  city  in  cases 
where  taxes  are  not  paid  when  due,  other  penalties  are  added  by  the  state 
in  connection  with  the  redemption  of  property  sold  for  taxes  to  the  state. 
Now  that  the  state's  taxes  are  derived  from  sources  separate  and  distinct 
from  the  tax  sources  of  the  city,  there  would  appear  to  be  no  good  reason 
why  delinquent  taxes  should  be  continued  to  be  sold  to  the  state.  They 
should  be  bid  in  bjr  the  city  and  whatever  penalties  or  interest  are  collected 
in  connection  therewith  should  go  into  the  city  treasury. 

In  conformity  with  a  recent  statute,  the  auditor  is  charged  with  the  duty 
of  preparing  the  roll  of  property  on  which  the  state  bases  its  taxes.  He  does 
this  by  abstracting  from  the  city  roll  the  valuations  needed  by  the  state. 
The  roll  is  sent  to  the  state  comptroller.  It  does  not  involve  any  great 
amount  of  work  and  there  is  unquestionably  an  advantage  in  having  it  pre- 
pared in  the  auditor's  office. 
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Accounting  for  Tax  Redemptions 

In  so  far  as  the  exercise  of  this  function  involves  the  collection  of  monej 
it  should  be  transferred  to  the  office  of  the  tax  collector.     In  fact,  most  oi 
the  bookkeeping  incident  thereto  should  be  done  by  the  tax  collector,  the| 
auditor  only  retaining  an  auditing  and  accounting  control  thereover. 

Accounting1  for  Bail  Bond  Money  and  Inheritance  Taxes 

Bail  bond  money  of  the  police  court  is  all  deposited  with  the  warrant 
and  bond  clerk  of  the  district  attorney's  office,  who  issues  a  receipt  to  the 
payors  and  sends  duplicates  thereof  each  day  to  the  auditor,  together  with 
a  list  of  collections  and  the  deposit  slip  countersigned  by  the  treasurer, 
showing  that  the  money  has  been  deposited.  Monthly  reports  are  also  re- 
ceived relative  to  the  daily  collections  and  checked  against  the  treasurer's 
monthly  report.  The  auditor,  after  approving  the  accuracy  of  each  daily  re- 
port with  the  accompanying  receipts  and  the  treasurer's  advices,  posts  a 
ledger  account  with  each  item  set  forth  thereon.  This  seems  to  be  needless 
work,  and  it  is  recommended  that  the  daily  reports  received  by  the  auditor  bel 
inserted  in  a  loose-leaf  binder  and  used  in  lieu  of  the  ledger — in  fact,  it  will 
itself  become  a  ledger.  Nothing  need  be  copied.  Each  amount  as  written 
in  the  daily  report  would  represent  a  credit  to  the  respective  payors  and  all 
that  would  be  necessary  in  reimbursement  would  be  to  stamp  in  the  date 
paid.  Open  items  would  remain  as  credits  the  same  as  they  do  now  in  the 
ledger.  When  fines  are  deducted  from  the  bail  they  would  be  entered  in  re| 
ink  the  same  as  now,  or,  if  desired,  a  separate  column  might  be  provided  in 
the  daily  report  form.  The  simple  binding  of  the  daily  reports  as  a  ledger 
would  save  a  considerable  amount  of  clerical  time  which  would  then  be 
made  available  for  accounting  work  of  more  importance.  If  this  plan  is 
adopted,  it  would,  of  course,  do  away  with  the  necessity  of  using  a  separate 
ledger  page  reference  and  numbers  because  the  document  numbers  them- 
selves would  be  sufficient  reference.  When  the  binder  becomes  full  of  daily 
reports,  or,  if  desired  every  six  months  or  every  year,  the  documents  con- 
tained therein  should  be  bound  permanently. 

Deposits  with  the  superior  courts  are  collected  by  the  county  clerk  who 
sends  the  auditor  daity  a  duplicate  receipt  for  each  item  countersigned  by 
the  treasurer  to  show  that  the  amount  has  been  deposited.  This  procedure 
is  similar  to  that  followed  by  the  district  attorney's  office  with  respect  to 
bail  money  of  police  courts,  but  the  county  clerk  does  not  list  his  collections 
on  a  daily  report  as  does  the  district  attorney.  Accounting  revision  should 
provide  for  such  daily  reports  so  that  the  auditor  might  bind  them  as  a 
ledger  and  not  be  obliged,  as  at  present,  to  maintain  a  separate  ledger  ac- 
count for  each  item. 

With  respect  to  the  inheritance  taxes  collected  for  the  state  by  the 
treasurer,  the  auditor  receives  from  that  official  a  separate  advice  of  each 
collection  and  opens  a  ledger  account  therefor.  It  is  suggested  that  the 
auditor  also  enter  these  advices  in  a  loose-leaf  binder  and,   say,   every  six 


Auditor  131 

months  should  list  the  items  on  an  adding  machine  and  note  the  total  on  a 
summary  page  in  the  hark  of  tin-  hinder.  Thai  is  all  that  should  be  necessary 
because  the  entries  are  all  debits,  the  amount  received  being  turned  over  in 
lump  sums  two  or  three  times  ;i  year.  Such  amounts  should  be  posted  on  the 
summary  page.     All  copying  into  ledger  accounts  should  be  eliminated. 

Payments  to  Private  Charitable  Institutions 

Examination  was  made  of  the  documents,  record  books,  card  systems,  etc., 
used  for  recording  the  information  incident  to  payments  of  this  character, 
and  they  seemed  to  meet  the  need  adequately. 

Bond  Coupons 

All  bond  coupons  which  have  been  paid  and  cancelled  by  the  treasurer 
are  tinned  over  to  the  auditor.  After  making  the  necessary  examination 
thereof,  he  distributes  them  according  to  the  bond  issues  to  which  they 
relate  and  then  pastes  them  in  large  scrap  books.  There  are  now  426  such 
books  in  use.  The  city  pays  annually  approximately  140,000  coupons  in 
connection  with  its  present  bonded  debt,  and  the  latter  is  increasing  each 
year.  It  requires  a  great  deal  of  clerical  time  to  paste  these  coupons  into 
the  hooks.  The  auditor  has  estimated  that  one  person  can  paste  about  1,200 
coupons  a  day.  This  means  that  the  entire  time  of  a  clerk  in  the  auditor's 
office  for  twenty-one  weeks  (approximately  five  months)  must  be  given  over  each 
year  to  such  work.  Thus  far  it  has  nearly  all  been  done  by  the  male  stenog- 
rapher in  the  office  who  receives  a  salary  of  $1,500  a  year.  Even  the  cost  of 
the  books  themselves  constitutes  an  item  of  considerable  amount.  Figuring 
their  cost  at  approximately  $7  each,  426  books  represent  an  investment  of 
$3,000. 

It  is  believed  that  the  most  efficient  way  to  handle  this  problem  is  to  file 
the  cancelled  coupons  by  series  and  numbers  in  a  specially  constructed  steel 
file.  For  this  purpose  a  shallow  drawer  is  advisable  with  divisions  running 
from  back  to  front  of  drawer  the  width  of  the  coupon.  In  filing,  a  tape  or 
string  should  be  placed  around  each  block  of  coupons.  A  rule  might  well  be 
adopted  that  the  coupons  be  kept  in  these  files  for  no  more  than  two  years. 
After  that  time  a  list  can  be  made  of  the  missing  coupons  and  the  cancelled 
ones  could  be  packed  away  in  boxes  in  the  vault  for  safe  storage.  The  ex- 
perience of  New  York  City  (which  has  the  largest  bonded  debt  of  any  city 
in  the  United  States)  indicates  that  it  is  seldom  necessary  to  refer  to  a 
coupon  cancelled  more  than  one  year  back. 

Certification  re  Bond  Sales 

The  city's  financial  records  show  that  large  sums  of  money  have  been 
continuously  in  the  treasury  for  several  years  past.  Most  of  this  money  was 
derived  from  the  sale  of  bonds.  The  city  pays  4%  and  5  per  cent  on  nearly 
all  of  its  bonds  and  receives  only  2  per  cent  on  the  proceeds  thereof  which 
it  deposits  in  bank  and,  in  fact,  it  receives  no  interest  whatever  on  a  con- 
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siderable  proportion  of  the  treasury  moneys  as  pointed  out  in  that  chapter 
in  this  report  relating  to  the  treasurer's  office.  Thus,  it  is  a  losing  proposi- 
tion for  the  city  to  have  on  hand  large  balances  of  bond  money.  The  reason 
why  such  large  sums  have  been  in  the  treasury  during  recent  years  is 
attributable  to  the  interpretation  which  has  been  placed  on  section  10,  chap- 
ter  I,  article  III  of  the  charter.     This  section  reads  as  follows: 

"No  contracts  made,  the  expense  of  whose  execution  is  not  provided 
by  law  or  ordinance  to  be  paid  by  assessment  upon  the  property  bene- 
fitted, shall  be  binding  or  of  any  force,  unless  the  auditor  shall  endorse 
thereon  his  certificate  that  there  remains  unexpended  and  unapplied, 
as  herein  provided,  a  balance  of  the  appropriation  or  fund  applicable 
thereto,  sufficient  to  pay  the  estimated  expense  of  executing  such  con- 
tract as  certified  by  the  board  or  officer  making  the  same  .  .  .  the 
auditor  shall  make  such  endorsement  upon  every  such  contract  so  pre- 
sented to  him,  if  there  remains  unapplied  and  unexpended  such  amount 
so  specified  by  the  officer  making  the  contract,  and  thereafter  shall  hold 
and  retain  such  sum  to  pay  the  expense  incurred  until  the  contract  shall 
be  fully  performed." 

It  is  to  be  noted  that  the  above  provision  makes  no  mention  of  the  word 
cash  or  the  word  money  or  gold  or  currency,  etc.  It  simply  says  an  unex- 
pended and  unapplied  balance  of  the  appropriation  or  fund  applicable 
thereto. 

The  setting  up  of  the  amount  of  contracts  as  encumbrances  against  the 
appropriation  or  funds,  i.  e.,  as  reserves  of  the  amount  thereof  equal  to  the 
amounts  of  such  contracts  would  seem  to  satisfy  the  intent  of  this  provision 
and  meet  the  practical  needs.  The  custom  of  so  interpreting  this  charter 
section  as  to  require  that  money  shall  be  in  the  treasury  at  the  time  con- 
tracts are  let  sufficient  to  cover  the  amount  thereof,  and  shall  be  kept  therein 
until  such  time  as  the  work  mentioned  in  the  contract  shall  have  been  per- 
formed, means  that  the  money  lays  there  for  many  months  before  it  is 
needed,  and  meanwhile  costs  the  city  the  difference  between  4^  per  cent  or 
5  per  cent,  which  it  pays,  and  2  per  cent  or  nothing,  which  it  receives.  As 
the  city  continues  to  grow  and  develop  public  works,  this  practice  will  cost 
an  increasing  amount. 

It  is  submitted  that  if  the  courts  hold  that  the  present  interpretation  is 
the  only  correct  interpretation,  then  the  provision  should  be  revised  because, 
from  the  city  viewpoint,  it  is  not  in  keeping  with  economical  financial 
management  to  continue  year  after  year  to  sell  bonds  so  long  before  the 
money  is  needed. 

Next  Steps  to  Secure  New  Accounting  System 

Practically  everyone  who  has  any  information  concerning  conditions  in 
the  city  government  agrees  that  the  city  is  in  much  need  of  a  revision  of  its 
present  accounting  system.  This  need  has  been  obvious  for  several  years. 
That  nothing  has  been  done  thus  far  towards  accomplishing  the  desired 
result  is  due  to  several  causes  which  need  not  be  discussed  herein.     The  fact 
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remains  thai  the  successful  installation  and  subsequent  successful  operation 
of  an  adequate  accounting  system  in  the  city  of  San  Francisco  is  contingent 
primarily  on  the  getting  together  and  hearty  co-operation  of  all  the  various 
departments  and  branches  of  the  government. 

As  pointed  out  herein  not  only  are  the  present  accounting  methods  decen- 
tralized, but  a  dual  system  is  in  operation  in  the  central  offices.  Moreover, 
even  with  such  an  abundance  of  accounting  records,  a  large  portion  of  the 
kind  of  financial  data  really  needed  is  not  produced  at  all.  With  accountants 
and  bookkeepers  throughout  the  entire  city  government,  the  fact  is  obvious 
that  little  headway  can  be  made  without  their  joint  co-operation.  A  careful 
survey  of  the  conditions  indicates  that  perhaps  the  most  practicable  way  to 
insure  the  adoption  and  successful  operation  of  an  adequate  system  is: 

1 — To  secure  competent  constructive  leadership  in  devising  the  necessary 
changes  in  existing  accounting  records,  procedures,  etc.,  and  in 
supervising  the  installation  thereof. 

2 — To  organize  a  central  committee  on  accounting  revision — such  com- 
mittee to  be  composed  of  from  five  to  ten  or  twelve  of  the  senior 
accountants  from  various  city  departments. 

3 — To  secure  the  active  assistance  of  the  state  board  of  control. 

With  regard  to  accounting  leadership  the  need  is,  of  course,  for  a  man 
thoroughly  trained  and  experienced  in  municipal  accounting.  His  experience 
should  have  extended  to  many  municipal  installations,  irrespective  of 
whether  such  an  accountant  be  employed  by  the  city  government  itself  or 
whether  his  services  be  made  available  by  the  state  board  of  control  or 
secured  in  some  other  way. 

Having  secured  proper  leadership,  it  is  believed  that  the  city  should 
proceed  to  do  a  large  portion  of  the  installation  work  itself.  There  is  an 
ample  number  of  bookkeepers  in  the  city's  employ  and  an  ample  number  of 
accountants  to  go  ahead  and  do  most  of  the  actual  installation  work  with- 
out any  additional  cost  to  the  city.  The  elimination  of  unnecessary  records, 
luplications,  etc.,  in  the  present  system  will  make  available  a  very  consider- 
able amount  of  service  from  present  accountants  and  bookekeepers  now  en- 
gaged on  such  work.  Their  services  should  be  utilized,  but  to  do  so  success- 
fully, it  is  necessary  to  enlist  their  active  interest,  and,  for  this  reason,  it 
s  believed  that  a  central  committee  on  accounting  revision,  to  be  named  by 
:he  mayor  or  the  auditor,  would  be  the  most  practicable  means. 

The  state  board  of  control  in  California  has  organized  a  large  and  well 
-elected  staff  of  accountants.  It  has  devised  an  accounting  system  for  instal- 
ation  uniformly  throughout  the  municipalities  and  counties  of  the  state.  This 
olan  conforms  with  similar  plans  in  about  half  of  the  other  states  in  this 
'ountry.  It  is  a  part  of  a  movement  which  has  been  under  way  for  several 
-ears  to  secure  the  installation  of  accounting  systems  which  in  basic  principles 
■hall  be  uniform  and  thus  produce  comparable  statistics. 

The  accounting  staff  of  the  state  board  is  readv  and  willing  to  assist  the 
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city  of  San  Francisco.  Being  itself  a  government  organization,  it  is  not  seek- 
ing profits  nor  advertising  prestige.  It  was  established  by  the  legislature  for 
the  purpose  of  assisting  the  various  local  governments  throughout  the  state. 
In  fact,  the  board  of  control  stands  ready  to  finance  approximately  half  the 
cost  of  the  installation  work  in  each  community  where  its  accountants  are 
employed.  Thus,  the  utilization  of  the  city 's  own  forces  and  the  assistance  of 
the  state  board  of  control  would  keep  the  cost  of  the  work  at  a  much  lower 
figure  than  would  otherwise  be  possible.  If  a  local  bureau  of  municipal 
research  is  organized  in  San  Francisco,  its  assistance  would  also  be  available 
without  any  cost  to  the  city. 

It  is  believed  that  San  Francisco  would  make  a  serious  mistake  in  not 
securing  the  co-operation  of  the  state  in  this  undertaking. 

Readjustment  of  Auditor's  Staff 

The  auditor's  office  was  observed  closely  nearly  every  day  for  six  weeks! 
and  all  the  duties  of  each  individual  employee  were  canvassed  and  discussed 
with  each  one  respectively.  Most  of  the  employees  work  assiduously,  but  not: 
all.  There  is  opportunity  to  decrease  the  number  of  employees  in  this  office: 
without  detriment  to  the  work.  A  proper  arrangement  of  the  floor  plan 
would  help  much  because  the  present  arrangement  is  very  bad,  but,  even  without 
changing  this  feature,  a  reduction  of  three  or  four  positions  is  possible. 

In  the  first  place,  the  system  of  registering  demands  should  be  greatly 
simplified  and  thereby  eliminate  a  couple  of  positions ;  also  the  other  recom- 
mendations of  this  report  relative  to  simplifying  bail  bond  records,  filing  of 
bond  coupons,  etc.,  should  be  adopted.  There  is  no  further  need  for  the  tele- 
phone clerk;  telephone  service  should  be  made  more  accessible  to  other  clerks' 
The  location  of  the  redemption  clerk  should  be  changed  and  he  should  help1 
on  other  work;  the  bookkeepers  should  all  be  brought  into  the  open;  the  license! 
clerk  should  do  more  of  other  kinds  of  work,  etc. 

Having  readjusted  the  duties  and  speeded  up  the  service,  the  extra  em-' 
ployees  should  be  assigned  to  the  field  to  inspect  licenses  (see  chapter  or 
licenses)  and  to  inspecting  deliveries  of  supplies  (see  chapter  on  purchasing 
methods). 

TREASURER 

Organization 

The  treasurer  is  elected  by  the  people  for  a  term  of  four  years  and  receives 
salary  of  $4000.  The  organization  originally  provided  in  the  charter  is  as  follo\ 

Treasurer    $4,000 

1  Chief   Deputy    2.400 

2  Assistant  Deputies    1.800 

1  Clerk    1,200 

$9,400 
As  the  activities  of  the  office  have  developed  from  time  to  time  the  stat 
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•ias  been  increased,  and  in  the  appropriation  for  the  year  1916-17,  the  follow- 
ing positions  are  provided  for: 

Treasurer    $4,000 

Chief   Deputy    2,400 

Bank  and  Bond  Deputy 3,000 

1  Deputy    2,400 

1  Deputy     1,800 

1  Clerk    1,200 

1  Coupon    Clerk 1,800 

1  Bookkeeper     2,100 

1  Assistant  Bookkeeper  1,800 

Cashier    3,600 

2  Clerks  at   $1,800  each 3,600 

$27,700 

The  Treasurer  As  Receiving-  Officer 

The  charter  contains  several  provisions  relative  to  the  deposit,  by  collecting 
officers  of  the  various  departments,  daily  with  the  treasurer,  of  all  amounts  col- 
lected. Practically  all  of  the  revenues  paid  into  the  city  departments  each  day 
are  deposited  in  the  city  treasury  within  twenty-four  hours.  This  is  an  excel- 
lent plan. 

It  is  to  be  noted  at  this  point  that  the  present  survev  included  no  audit  of 
the  treasurer's  books  whatsoever  nor  any  verification  or  checking  of  any  of  the 
entries  therein.  (Neither  did  it  include  an  audit  for  verification  of  the  cor- 
rectness of  any  financial  records  in  any  department  of  the  city  government.) 
However,  the  method  now  in  use  whereby  the  department  depositing  with  the 
treasurer  sends  the  auditor  duplicate  copies  of  every  receipt  received  from  and 
countersigned  by  the  treasurer,  so  that  the  auditor  may  immediately  charge 
the  treasurer  with  such  deposits,  is  commendable  and  if  properly  adhered  to 
will  afford  that  independent  accounting  control  which  is  always  desirable  over 
the  treasury  of  any  government. 

Under  the  statutes,  the  treasurer  is  charged  with  the  duty  of  collecting  the 
inheritance  tax.  The  state  allows  $3,000  for  this  service,  which  the  treasurer 
turns  over  to  the  city,  as  required  by  charter.  This  collection  function  should 
be  vested  with  the  tax  collector  so  long  as  collection  and  custodial  offices  are 
maintained  as  separate  branches  of  the  city  government,  and  when  oppor- 
tunity offers  to  secure  a  change  in  the  present  legal  requirements  of  collect- 
ing the  inheritance  tax,  such  readjustment  should  be  made  if  possible. 

In  addition  to  receiving  all  revenues  of  the  city,  and  also  the  state  inheri- 
tance tax,  the  treasurer  receives  the  proceeds  of  all  bond  sales.  An  examina- 
tion of  the  large  amounts  of  money  which  have  been  received  from  this  source 
and  kept  on  hand  for  long  periods  during  recent  years,  indicates  that  bonds 
have  been  sold  much  sooner  than  the  money  was  needed.  This  is  not  attribut- 
able to  the  treasurer,  because  bonds  are  sold  only  as  authorized  by  the  board 
of  supervisors  and  as  approved  by  the  auditor,  and  this  feature  of  receipt  of 
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bond  money  into  the  treasury  is,  therefore,  discussed  in  that  chapter  of  this 
report  relating  to  the  auditor's  office. 

The  Treasurer  As  Custodian  of  Public  Moneys 

The  charter  specifies  in  much  detail  the  restrictions  which  shall  surround 
the  custodianship  of  the  money  which  has  been  paid  into  the  city  treasury. 
Solely  as  a  safety  measure  these  restrictions  were  well  planned,  but  it  is 
believed  that  the  experience  of  the  past  fifteen  years  since  the  present  charter 
became  effective,  points  the  need  of  certain  modifications. 

Receives  2  Per  Cent  and  Pays  5  Per  Cent 

Since  the  city  began  to  issue  large  amounts  of  bonds  for  public  improve-j 
ments,  there  have  been  at  all  times  in  the  treasury  many  millions  of  dollar- 
derived  from  that  source  and  during  several  successive  months  each  year  then 
have  also  been  on  hand  large  amounts  of  cash  received  from  revenue  sources 
On  most  of  the  money  received  from  bond  sales,  the  city  has  been  paying  I 
per  cent  interest  since  the  date  of  such  sales,  and  on  the  remainder  has  beei 
paying  &y2  and  3  per  cent.  Therefore,  it  is  only  the  part  of  good  financia' 
management  that  the  city  should  have  its  public  money  earning  a  fair  ral 
interest.  The  records  show  that  on  a  large  proportion  of  the  moneys  in  thtf 
custody  of  the  treasurer  during  recent  years,  the  city  has  received  no  interes 
whatever,  and  that  on  the  balance  it  has  received  only  2  per  cent.  The  treas 
urer  is  not  alone  responsible  for  fixing  the  rate  of  interest,  but  together  witl 
the  mayor  and  the  auditor  constitutes  a  board  designated  by  the  charter  t< 
fix  the  rate  of  interest  in  the  month  of  January  each  year  for  deposits  to  b 
made  during  such  year.  The  charter  provides  that  the  rate  of  interest  shal 
not  be  less  than  2  per  cent  per  annum  on  the  daily  balance  deposit,  and  tha 
the  rate  so  established  shall  be  the  uniform  rate  required  from  all  bank 
receiving  deposits  from  the  city  during  that  year.  The  board  has  been  in  thj 
habit  of  fixing  the  minimum  rate  as  the  rate  the  banks  shall  pay. 

It  is  believed  that  if  the  situation  were  properly  handled  the  banks  woul- 
co-operate  to  pay  the  city  a  higher  rate  of  interest  on  its  deposits  than  2  pe 
cent.  It  is  realized  that  the  restrictions  of  the  charter  are  such  as  make  i 
difficult  to  place  the  city's  deposits  on  a  higher  earning  basis,  but  in  the  fac 
of  this  fact,  the  treasurer  of  the  state  of  California  states  under  date  of  Jud 
28,  1916,  that  he  has  succeeded  in  raising  the  rate  paid  by  the  banks  on  deposil 
of  state  funds  so  that  now  all  of  the  deposits  are  earning  from  2y2  per  ceL 
to  3  per  cent.  The  restrictions  regarding  the  deposit  of  state  moneys  are  ver 
similar  to  those  affecting  the  deposit  of  moneys  of  the  city  of  San  Franeisc 
and  if  the  state  can  secure  such  a  higher  rate  of  interest,  it  would  seem  ths 
the  city  might  do  likewise. 

The  charter  provisions  which  tend  to  keep  down  the  rate  of  interest  an 
which  should  receive  the  serious  attention  of  those  who  next  take  up  the  subje« 
of  charter  revision  are : 
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1 — The  requirement  thai   all  deposits  Bhal]   be  subject   to  call   at  all  times. 
2     The  requiremenl   thai  depositories  shall   furnish  the  city  with  collateral 

security  in  the  form  of  certain  specified  bonds  to  an  amount  of  10  per 

cent  in  excess  of  the  amounts  deposited. 

3 — The  requirement  that  the  rate  of  interest  paid  to  the  city  by  the  banks 
during  any  year  shall  be  uniform  for  all  such  banks. 

Deposits  Subject  to  Call 

With  respeel  to  the  requirement  that  all  deposits  shall  be  subject  to  call 
by  the  mayor  and  treasurer,  it  is  submitted  that  it  is  unnecessary  and  affords 
an  excuse  to  the  depositories  for  not  paying  a  higher  rate  of  interest.  The 
history  of  the  city's  deposits  shows  that  Large  amounts  have  in  fact  been  left 
in  various  depositories  for  long  periods  of  time.  In  short,  it  demonstrates  that 
the  "subject  to  call"  provision  in  the  charter  is  more  of  a  bugaboo  than  any- 
thing else  in  its  practical  operation. 

Bank  "A"  during  a  period  of  sixteen  months  in  1911-13  had  $200,000, 
which  was  entirely  inactive  during  that  time,  i.  e.,  the  city  neither  increased 
tlie  amount  nor  withdrew  anything  from  it.  In  fact,  at  the  end  of  the  six- 
teen months  only  $50,000  was  withdrawn,  and  no  more  was  taken  out  until 
two  and  one-half  years  later.  Meanwhile,  $300,000  more  was  deposited  dur- 
ing 1913,  and  $250,000  more  early  in  1914,  making  $700,000  inactive  from 
April,  1914,  to  August,  1915,  a  period  of  over  fifteen  months. 

Bank  "B"  had  $55,000  on  deposit  from  April,  1912,  to  August,  1915— a 
period  of  over  forty  months,  the  only  interruption  to  the  account  during  that 
time  being  the  withdrawal  of  $5,000  in  March,  1913,  and  its  redeposit  in  May 
of  the  same  year. 

Bank  "C"  had  $150,000  on  deposit  from  September,  1911,  to  March,  1913, 
a  period  of  seventeen  months,  without  an  interruption  of  any  kind.  In  March, 
1913,  $37,000  was  withdrawn  and  the  balance  remained  quiet  nineteen  months 
longer,  and  then  $350,000  was  added  to  it. 

Bank  "D"  had  $400,000  from  December,  1913,  to  August  1915,  a  period 
of  nineteen  months,  without  interruption  of  any  kind,  and  then  only  $100,000 
was  withdrawn. 

Other  similar  illustrations  might   be  cited. 

Collateral  Security 

With  respect  to  the  deposit  of  bonds  of  the  United  States  or  of  the  state 
of  California  or  of  a  county,  municipality  or  school  district  within  the  state 
of  California,  in  an  amount  10  per  cent  in  excess  of  the  amount  deposited,  it 
is  believed  that  other  precautions  are  available  which  are  not  so  objectionable, 
which  do  not  involve  so  much  clerical  work  on  the  part  of  the  city,  and  which 
are  of  equal  value  as  a  safeguard.  Banks  which  would  otherwise  welcome  city 
deposits  naturally  dislike  to  tie  up  such  a  large  amount  in  government  secur- 
ities. Entirely  aside  from  their  objection  on  that  ground  is  the  inconvenience 
occasioned  the  banks  in  getting  access  to  their  securities   from  time  to  time 
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when  the  interest  coupons  are  due,  in  substituting  certain  securities  for  others, 
in  keeping  additional  records,  etc.,  and  from  the  city's  point  of  view  there  is 
the  feature  of  affording  a  vault  space  to  safeguard  the  large  quantities  of  col- 
lateral securities  thus  deposited,  the  clerical  work  incident  to  assisting  the  bank 
representatives  to  have  access  thereto  as  desired  and  the  keeping  of  detailed 
records  of  the  various  securities. 
Uniform  Interest  Rates 

With  respect  to  the  requirement  that  the  interest  rates  received  from  all 
banks  each  year  should  be  uniform,  it  is  believed  that  it  also  tends  unneces- 
sarily to  prevent  the  city  from  obtaining  a  higher  rate  of  interest  on  many  of 
its  funds  which  could  otherwise  be  deposited  on  a  time  basis.  Many  cities 
throughout  the  country  maintain  separate  bank  accounts  for  checking  pur- 
poses. Sometimes  such  checking  accounts  are  centralized  in  one  bank  and 
sometimes  in  two  or  more,  but  they  arrange  their  funds  so  that  only  certain 
deposits  are  subject  to  check  for  payroll  purposes  and  other  current  expendi- 
tures ;  the  other  portions  of  the  funds  are  deposited  in  separate  accounts  with 
the  understanding  that  they  will  be  left  for  a  certain  period — say  three  months, 
six  months,  a  year,  eighteen  months,  etc.,  or  with  the  understanding  that  they 
will  be  checked  against  only  to  a  limited  amount  and  but  rarely.  Many  cities 
which  receive  but  2  per  cent  or  2y2  per  cent  on  checking  accounts  are  able  to 
have  their  other  funds  earn  from  3  per  cent  to  4  per  cent. 
Large  Cash  Balances 

The  subject  of  interest  rates  and  the  charter  provisions  with  respect  thereto 
are  discussed  in  considerable  detail  in  this  report  because  of  the  unsually  large 
amounts  of  money  which  have  for  several  years  been  in  the  custody  of  the 
treasurer  and  available  for  placing  on  an  interest  earning  basis.  The  total 
cash  in  the  custody  of  the  treasurer  and  the  portion  thereof  on  deposit  in 
bank,  as  set  forth  in  the  treasurer's  monthly  reports  from  December,  1914,  to 
March,  1916,  was  as  follows: 

Total  Cash  On 
Hand  Appor- 
tioned and 
Unapportioned 

1914 $11,355,887.17 

1915 10,857,472.92 

1915 9,851,587.58 

1915 8,465,167.55 

1915 12,186,863.80 

1915 11,142,148.52 

1915 10,225,500.19 

1915 9,452,788.48 

1915 7,213,464.03 

1915 5,675,211.70 

1915 5,877,941.55 

1915 8,183,957.41 

1915 9,593,029.21 

1916 10,507,052.99 

1916 10,482,765.99 

1916 9,592,921.53 


Dec. 

31, 

Jan. 

31, 

Feb. 

27, 

Mar. 

31, 

Apr. 

30, 

May 

31, 

June 

30, 

July 

31, 

Aug. 

31, 

Sept. 

30, 

Oct. 

31, 

Nov. 

30, 

Dec. 

31, 

Jan. 

31, 

Feb. 

29, 

Mar. 

31, 

Total  Cash  In 
Bank 

$6,848,340 
6,822,240 
6,595,540 
6.442,140 
6,393,140 
6,393,140 
6,370,640 
6,162.740 
4,565,495 
4,565,495 
4,611,245 
4,630,745 
4,633,795 
4,638,170 
4,723,420 
4.833,245 


Total  Cash  Not 
In  Bank 

$4,507,547.17 
4,035,232.92 
3,256,047.58 
2,023,027.55 
5,793,723.80 
4,750,008.52 
3,854,860.19 
3,290.048.48 
2,647,969.03 
1,109,716.70 
1,266,696.55 
3,553,212.41 
4,959,234.21 
5,868,882.99 
5,759.345.99 
4.759,676.53 
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The  treasurer's  report  for  the  year  ending  June  30,  1916,  shows  cash  on 
hand  as  $10,525,701,  and  he  states  that  "of  above  balance  the  treasurer  has  on 
deposit  in  city  and  state  hanks,  $4,805,807." 

The  amounts  available  for  deposit  are  so  enormous  as  to  justify  every  effort 
to  secure  the  highest  rate  of  interest  consistent  with  safety.  Assuming  that 
the  city  lias  an  average  of  five  million  dollars  on  deposit  throughout  the  year, 
even  the  securing  of  one-half  of  1  per  cent  increase  in  interest  rate  will  mean 
an  increase  of  $25,000  per  year  in  the  amount  received  as  interest  earnings 

With  respect  to  the  amounts  shown  in  the  above  table  as  "not  in  bank," 
they  were  obtained  by  deducting  the  total  cash  in  bank  from  the  total  cash 
charged  against  the  treasurer,  and  it  is,  of  course,  to  be  noted  in  connection 
with  such  amounts  that  they  include  not  only  cash  in  the  treasurer's  vault 
but  also  cash  in  the  joint  custody  vault,  as  well  as  bond  coupons  carried 
temporarily  as  cash,  and  sundry  other  credits.  The  amount  thereof  is  so 
large  as  nevertheless  to  point  the  need  for  adopting  some  revision  of  method 
which  will  enable  the  city  to  plaee  a  larger  portion  thereof  on  an  earning  basis. 

The  New  York  Plan 

The  City  of  New  York  in  recent  years  has  given  much  intensive  study 
to  the  subject  of  its  deposits  in  bank  and  has  adopted  a  system  which  has 
many  meritable  features.  To  the  end  that  the  New  York  procedure  may  be 
available  in  considering  this  subject,  it  is  briefly  summarized  as  follows: 

First:  Amount  of  bank's  capital  and  surplus.  Ten  per  cent  of  the  com- 
bined capital  and  surplus  of  a  bank  is  taken  as  a  minimum  bases. 
Thus  a  bank  with  $3,000,000  capital  would  be  entitled  to  receive 
$300,000  deposits. 

Second :  Rate  of  interest.  For  every  *4  per  cent  above  2  per  cent  in- 
terest, an  additional  2^/2  per  cent  of  the  capital  and  surplus  is  added, 
up  to  20  per  cent,  which  is  the  maximum.  Thus,  if  the  $3,000,000 
bank  offers  to  pay  3  per  cent,  it  is  entitled  to  an  amount  equal  to 
10  per  cent  of  the  capital  and  surplus,  in  addition  to  the  first  10 
per  cent,  making  $600,000  in  all. 

Third:  The  ratio  of  capital  and  surplus  to  the  bank's  general  deposits. 
The  question  here  is  one  of  safety.  A  ratio  of  five  times  as  much 
in  deposits  as  the  amount  of  capital  and  surplus  is  taken  as  normal. 
The  variation  of  one  unit  above  or  below  causes  a  variation  of  % 
per  cent  in  the  amount  of  city  deposits.  Thus  in  the  case  specified, 
if  the  bank  had  ten  times  as  much  deposits  as  its  capital  and  sur- 
plus, a  deduction  of  five  times  %  per  cent,  or  2%  per  cent,  would 
be  made,  reducing  its  maximum  city  deposit  of  $600,000  by  $75,000, 
leaving  it  at  $525,000. 

Fourth:  The  amount  of  money  the  city  has  to  deposit.  In  New  York, 
in  arranging  transfers  between  depositories,  those  that  offered  to 
pay  3  per  cent  receive  the  maximum  to  which  they  are  entitled 
except  in  a  few  cases  where  they  have  restricted  the  amount  them- 
selves on  which  they  would  pay  3  per  cent.  The  remainder  of  the 
city's  funds  are  then  distributed  among  those  that  offered  to  pay 
2y2  per  cent  in  the  proportion  of  the  maximum  to  which  they  are 
entitled.    As  the  city's  total  balances  vary,  the  effort  is  made  to  pre- 
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serve    this    proportion    among    the    2^2    per    cent    banks    in    round 
amounts. 

The  Treasurer  As  Disbursing  Officer 

Payment  of  "Demands" 

The  treasurer's  office  is  located  adjoining  the  auditor's  office — in  fact  one 
must  pass  through  the  corridor  of  the  auditor's  office  to  enter  the  office  of 
the  treasurer.  As  city  employees  receive  their  pay  checks  from  the  auditor, 
nearly  all  of  them  pass  on  into  the  treasurer's  office,  endorse  them  and  pre- 
sent them  to  the  disbursing  officer  there  who  gives  them  the  amount  in  cash. 
Similarly  the  treasurer  pays  in  cash  a  large  proportion  of  the  "demands" 
which  have  been  drawn  in  payment  of  supplies,  materials,  equipment,  re- 
pairs, construction  work,  etc.,  although,  of  course,  some  of  these  payees, 
particularly  those  having  demands  for  large  amounts,  take  their  "demands" 
and  deposit  them  in  the  banks  where  they  carry  their  individual  accounts. 

The  payment  of  the  city  employees  by  the  treasurer  would  be  greatly  I 
simplified  if  a  more  definite  schedule  were  adopted  and  adhered  to  as  recom- 1 
mended  in  that  chapter  in  this  report  referring  to  the  auditor's  office. 

With  respect  to  the  payment  of  per  diem  employees,  a  better  working  i 
arrangement  should  be  effected  between  the  treasurer  and  the  auditor  so  that 
it  would  not  require  such  a  large  loss  of  time   each  month  for  these  em-, 
ployees  to  come  to  the  city  hall  and  receive  their  pay  during  working  hours. 
Wage  employees  should  be  paid  at  the  various  places  throughout  the  city, 
where  they  are  working  or  the  treasurer  should  keep  his  office  open  a  couple 
of  hours  longer  on  a  certain  day  or  days  each  month. 

Similarly  with  respect  to  institutions  and  other  departments  located  out- 
side of  the  city  hall,  there  is  need  for  a  revision  of  the  present  methods  of 
paying  employees.  The  subject  is  fully  discussed  in  connection  with  the 
auditor's  office. 

Fiscal  Agent 

A  local  bank  acts  as  fiscal  agent  of  the  city  in  paying  its  financial  affairs. 
No  fixed  compensation  is  paid  for  this  service,  but  it  has  been  the  practice 
for  several  years  for  the  city  treasurer  to  send  to  the  fiscal  agent,  in  gold, 
about  thirty  days  in  advance  of  the  date  when  payments  are  due  in  New 
York  and  the  East  on  the  city's  bond  maturities  and  bond  coupons,  the: 
amount  needed  to  pay  such  claims.  For  example,  during  1915,  gold  was  de- 
livered by  the  treasurer  to  the  local  fiscal  agent  as  follows : 

Date   Delivered 
1915  1915 

April    5  to  pay  interest  and  bonds  due  May  1 $325,000 

May      2  to  pay  interest  and  bonds  due  June  1 70,000 

June     2  to  pay  interest  and  bonds  due  July  1 400,000 

Oct.       4  to  pay  interest  and  bonds  due  Nov.    1 120  000 

Nov.    11  to  pay  interest  and  bonds  due  Dec.    1 75,000 

Dec.      2  to  pay  interest  and  bonds  due  Jan.    2,  1916.  .  30o'oOO 

$1,290,000 
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The  city  received  no  interest  on  the  above  amounts.  If  it  had  received 
2  per  cent  the  total  would  have  amounted  to  approximately  $2,000.  At 
21-  per  cent  it  would  have  amounted  to  about  $2,500.  Irrespective  of  the 
amount  involved,  it  is  suggested,  that  the  city  should  effect  a  definite  agree- 
ment with  its  fiscal  agent  as  to  the  amount  of  compensation  to  be  paid  and 
should  not  turn  over  cash  to  any  depository  unless  it  receives  the  proper 
rate  of  interest  thereon. 

Transfers  Between  Funds 

The  city's  general  fund  becomes  exhausted  during  certain  months  of 
the  year  just  prior  to  the  collection  of  the  first  tax  installment,  and  no 
authority  is  granted  in  the  charter  to  issue  temporary  loans  to  secure  money 
to  tide  over  such  period.  Since  the  city  began  selling  large  amounts  of 
bonds  and  thus  to  have  several  millions  of  dollars  of  bond  money  on  hand, 
it  has  been  the  practice  to  transfer  money  temporarily  from  one  fund  to 
another.  For  example,  enough  money  has  been  transferred  temporarily  to 
the  general  fund  from  the  various  bond  funds  to  meet  the  current  demands 
against  that  fund  pending  the  date  when  taxes  were  collected,  and  after 
receipt  of  sufficient  taxes,  the  amounts  thus  transferred  or  borrowed  have 
been  credited  back  to  the  respective  bond  funds.  The  question  is  here 
raised  as  to  whether  the  treasurer  has  authority  under  the  charter  to  pay 
general  fund  demands  out  of  money  belonging  to  other  funds.  Section  2 
of  Chapter  3,  Article  IV,  of  the  charter  says  that  the  treasurer  "shall  in  no 
case  pay  demands  chargeable  against  one  fund  out  of  moneys  belonging 
to  another". 

Bookkeeping 

A  careful  examination  of  the  treasurer's  bookkeeping  methods  was  made, 
and  while  they  are  adequate  to  the  needs,  it  is  believed  that  certain  minor 
changes  would  simplify  the  amount  of  clerical  work  required  without  in 
any  way  detracting  from  the  value  of  the  records.  The  need  for  most  of 
such  changes  had  already  been  sensed  by  the  chief  bookkeeper. 

A  very  large  and  ill-proportioned  book  called  the  "Summary  of  Fee 
Collections"  is  maintained.  The  treasurer  stated  that  this  book  replaced 
a.  number  of  separate  books  that  were  used  for  recording  similar  informa- 
:ion,  and  that  by  introducing  the  "summary"'  the  clerical  work  was  greatly 
•educed.  However,  it  is  not  apparent  that  even  the  summary  serves  any 
-leedful  purpose.  All  of  the  information  which  is  really  needed  could  as 
tvell  be  shown  in  the  cash  book.  In  fact,  most  of  it  is  set  forth  therein 
ilready.  The  detail  segregation  of  the  various  kinds  of  fees  is,  except  in 
■are  instances,  used  only  for  reporting  purposes,  and  in  any  event  is  such 
is  should  be  recorded  by  the  auditor  and  there  is  no  need  of  duplicating  it 
n  the  treasurer's  office. 

It  would  also   appear  that   at   the   time   accounting   revision  is  taken  up 
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for  the  various  central  finance  offices  that  the  registration  of  cancelled 
demands  could  well  be  simplified.  At  the  present  time  after  the  demands 
have  been  sorted  by  funds  and  numbered,  they  are  entered  in  one  or  another 
of  four  volumes  of  registers,  according  to  the  funds  to  be  charged.  The 
information  thus  registered  comprises — 

1 — Demand  number; 
2 — Payee ; 
3 — Amount. 

The  fund  titles  are  inserted  marginally  in  these  registers.  The  fund 
totals  are  abstracted  on  a  separate  sheet,  and  after  being  checked  to  the 
cashier's  report  of  payments  are  posted  to  the  credit  side  of  the  cash  book 
and  from  there  to  the  proper  ledger  accounts.  It  would  seem  that  this 
register  would  be  more  convenient  if  loose  leaves  were  used  instead  of  a 
bound  book,  but  the  main  point  is  that  the  treasurer  also  prepares  daily 
a   second  register  which  also   shows — 

1 — Demand  number; 
2 — Amount. 

The  fact  that  this  latter  register  carries  forward,  from  day  to  day,  the 
total  of  each  fund  does  not  seem  sufficient  reason  for  its  continuance, 
because  the  fund  totals  are  shown  in  his  other  records.  This  register  is  in 
two  volumes,  which  are  altered  from  day  to  day  so  that  they  may  be  used 
by  the  auditor  in  checking  back  the  cancelled  demands  which  have  been 
turned  over  by  the  treasurer  to  the  auditor  for  filing.  As  a  memorandum 
of  transmittal  for  these  cancellation  demands,  all  that  is  needed  is  an  adding 
machine  list. 

The  revision  of  the  accounting  system  should  also  go  as  far  as  possible 
in  reducing  the  number  of  funds  necessary  to  be  maintained  by  the  treasurer. 
At  the  present  time  the  treasurer  maintains  over  one  hundred  and  thirty 
separate  funds. 

Accounting  revision  should  also  provide  the  outside  departments  with 
a  standard  form  of  deposit  receipt  slip  for  use  in  making  deposits.  The 
forms  now  used  vary  in  context,  size  and  number  of  copies. 

The  bookkeeper  already  uses  various  short  cuts  which  make  for  a 
reduction  of  clerical  work. 

Consolidation  of  Offices  of  Tax  Collector  and  Treasurer 

Practically  all  revenues  are  collected  by  the  tax  collector.  He  has  an 
organization  and  complete  equipment  for  making  such  collections.  For 
example,  he  has  receiving  clerks  and  also  bookkeepers.  The  treasurer  like- 
wise has  an  organization  and  equipment  for  making  collections,  and  in  fact, 
does  receive   daily  through  his  cashier's   window,   from   the   several   depart- 
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meats,  the  amounts  which  they  have  collected  during  the  preceding  day. 
Like  the  tax  collector,  the  treasurer  has  also  his  receiving  clerks  and  book- 
keepers. Either  of  these  groups  of  clerical  assistants  might  do  the  work 
performed  by  the  other  group.  In  fact,  the  bookkeeping  would  be  lessened 
if  performed  by  a  single  group,  as  would  also  the  bonding  of  the  officials 
and  employees  of  the  two  offices.  Each  office  has  an  administrative  head 
and  assistant  head.  It*  they  were  consolidated  a  single  head  and  assistant 
would  serve  both  functions.  With  respect  to  office  space,  the  tax  collector 
has  enough  space  easily  to  do  the  work  of  both  offices  and  the  treasurer's 
vault  could  easily  be  attached  to  the  office  space  now  used  by  the  tax 
collector.  A  door  already  connects  the  two  offices.  There  are  thus  practical 
reasons  for  consolidating  the  offices  of  tax  collector  and  treasurer,  and  it 
is  recommended  when  consideration  is  given  to  charter  revision  that  this 
step  be  taken.  The  head  of  the  consolidated  office  might  be  called  either 
"Treasurer*'  or  "Collector  and  Treasurer".  That  the  volume  of  work 
would  not  be  too  large  for  a  single  office  is  evidenced  by  the  fact  that  there 
are  other  cities  organized  similarly  to  the  plan  here  recommended.  For 
example,  the  treasurer  of  Cook  County,  Illinois,  collects  all  of  the  taxes 
not  only  for  the  county  government  and  for  the  government  of  the  city 
of  Chicago,  but  also  for  all  of  the  other  seventeen  governments  within  its 
boundary  lines,  as  well  as  acting  as  custodian  of  the  county  funds  and  as 
disbursing  officer  for  the  various  large  departments  and  eleomosynary  insti- 
tutions of  that  city. 

RECORDER 

Organization 

The  recorder  is  elected  by  the  people  for  a  term  of  four  years  and 
•eceives  a  salary  of  $4,000  per  annum.  His  office  is  organized  with  the 
'ollowmg  staff,  the  various  officials  and  salary  rates  being  as  specified  in 
he  charter : 

Recorder    $  4,000 

Chief  deputy   2,400 

Five  assistant  deputies  at  $1,800 9,000 

Nine  clerks  at  $1,500   13,500 

Machinist    1,500 

Copyists    36,000 

Procedure  in  Recording  Documents 

The  principal  function  of  this  office  being  the  recording  of  public  docu- 
lents,  it  seemed  desirable  to  set  forth  in  this  report  a  brief  description 
f  the  procedure  used — particularly  as  it  will  facilitate  an  understanding 
f  the  criticisms  and  suggestions  which  follow — 
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First  day: 

Documents  to  be  recorded  are  presented  at  the  window  of  the  cashier's 
cage.  The  cashier  or  his  assistant  determines  the  amount  of  fee  to  be 
charged  by  estimating  the  number  of  folios  contained  in  the  document. 
The  price  being  paid,  the  cashier  writes  on  the  back  thereof  the  date, 
hour  and  minute  received,  and  stamps  it  with  the  proper  serial  number 
(a  separate  sequence  of  numbers  being  used  each  year).  A  receipt  for 
the  amount  collected  is  then  written  in  triplicate  and  one  of  the  copies 
thereof  is  handed  to  the  person  who  is  having  the  document  recorded. 
The  receipt,  in  addition  to  setting  forth  the  necessary  identification  ref- 
erences to  the  document,  reads  as  follows: 

"Ready  in  two  weeks.    Do  not  lose  this  receipt.     Paper  will  not 
be  returned  unless  receipt  is  produced." 

From  time  to  time  during  the  day  the  bookkeeper  of  the  "cash  book" 
takes  from  the  cashier's  cage  one  of  the  two  remaining  copies  of  each 
receipt  and  posts  them  in  the  cash  book.  They  are  entered  by  sequence 
of  numbers — number,  kind  of  instrument,  grantor,  grantee,  number  of 
folios,  amount  of  fees.  The  amount  column  is  footed  at  the  close  of 
each  day  and  balanced  with  the  cash  taken  in  by  the  cashier  that  day. 
At  the  end  of  each  month  the  slips  from  which  the  postings  were  made 
are  sent  to  the  auditor  who  uses  them  as  a  check  against  the  amount  of 
cash  reported  by  the  treasurer  as  having  been  deposited  with  him  by  . 
the  recorder. 

From  the   cashier's   cage   the   documents   are   passed   out  through  r 
window  to  the  "blotter  clerk."    The  blotter  is  loose-leaf,  indexed  alpha- 
betically and  ruled  to  show — 

Number 

Grantor  and  defendants 

To 

Kind 

Number 

Grantees  and  plaintiffs 

To 

Kind 
The  purpose  of  this  book  is  to  have  a  temporary  record  of  the  se- 
quence of  documents  recorded  and  to  serve  as  an  index  during  the 
process  of  registration  and  pending  the  entering  of  the  documents  in 
the  permanent  indices.  The  blotter  clerk  examines  the  inside  of  <jach 
document  and  notes  on  the  back  thereof  all  data  previously  recorded  (if 
any)  and  all  liber,  page,  names  and  other  references  which  may  save  the 
time  of  the  indexers  when  the  documents  reach  the  latter. 

Each  morning  the  blotter  clerk  removes  the  sheets  used  the  previous 
day  and  enters  them  in  a  loose-leaf  binder  containing  all  sheets  of  the 
current  month.  The  latter,  with  the  binder  of  the  preceding  month,  are 
kept  where  they  are  available  to  the  public  and  then  bound  permanently 
(after  which  they  are  filed  away  and  rarely  used). 

The  documents  are  removed  from  the  desk  of  the  blotter  clerk  from 
time  to  time  during  the  day  by  a  representative  of  "Edwards'  Abstract 
from  Records"  and  taken  to  the  table  used  by  that  concern,  listed  on  the 
typewriter  and  turned  over  to  two  comparers  who  are  also  employed 
by  the  Edwards  Company.  The  documents  thus  borrowed  are  returned 
at  the  close  of  the  day  and  placed  in  a  filing  box  which  is  usually  left 
standing  on  the  counter. 
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Secoud  Day: 

Throughout  the  second  day  the  documents  remain  in  a  filing  box  on 
the  counter  where  they  were  placed  the  previous  evening.  The  purpose 
of  halting  the  recording  process  dining  the  second  day  is  to  enable  the 
representatives  of  the  various  title  companies  and  other  searchers  to 
examine  them.  Most  of  the  persons  desiring  to  refer  to  these  documents 
are  permitted  to  have  unrestricted  access  to  the  file  and  to  take  to  other 
parts  of  the  room  such  of  the  documents  as  they  desire,  a  small  slip  being 
placed  in  the  lile  when  the  document  is  thus  removed. 

Third  Day : 

On  the  morning  of  the  third  day  the  documents  are  distributed  to  the 
copyists,  a  record  being  kept  of  the  document  numbers.  The  distribu- 
tion is  made  as  equally  as  possible  among  the  various  copyists  on  the 
basis  of  the  number  of  folios  contained  in  the  entire  lot.  Those  kinds  of 
documents  which  are  difficult  to  copy  are  shifted  each  day  so  that  every 
man  gets  no  more  than  his  proportionate  share  thereof  during  the 
month. 

Fourth  and 

Fifth  Days: 

On  the  morning  of  the  fourth  day  the  documents  are  brought  back 
from  the  typists'  room,  checked  to  the  typists'  register  to  see  that  all 
have  been  returned  and  then  turned  over  to  the  "book  and  page  clerk" 
who  enters  them  in  the  record  showing — 

Serial  number 

Liber 

Kind  of  document 

Book 

Page 

After  being  registered  as  above  the  documents  are  again  placed  on 
the  counter  and  allowed  to  remain  there  during  the  remainder  of  the 
fourth  day  and  during  all  of  the  fifth  day,  the  purpose,  as  before,  being 
to  give  the  title  companies  and  other  searchers  an  opportunity  to  ex- 
amine them.  (It  was  stated  that  sometimes  certain  of  the  documents 
do  not  get  back  from  the  copyists  until  the  fifth  day.) 

Sixth  Day: 

On  the  morning  of  the  sixth  day  the  documents  are  taken  to  the 
clerks  who  operate  the  "general"  index.  This  indexing  is  usually  com- 
pleted about  four  o'clock  and  the  documents  turned  over  to  the 
"special"  indexers. 

Seventh  Day: 

Most  of  the  work  of  the  special  indexers  is  done  on  the  seventh  day. 
The  documents  are  then  arranged  numerically  and  by  dates  and  placed 
in  files  awaiting  the  time  when  they  shall  be  called,  for.  It  is  to  be 
noted,  however,  that  at  this  point  certain  documents  go  to  the  "lien" 
book  for  release,  to  the  "block"  book  for  sundry  notations,  etc.,  before 
they  are  placed  in  the  files. 

When  the  owner  of  the  documents  or  other  authorized  person  pre- 
sents a  receipt  with  a  request  for  delivery,  the  document  called  for  is 
taken  from  the  files  and  the  receipt  placed  in  the  space  from  which  the 
document  is  removed. 


146  San  Francisco 

Appraisal  of  Methods  Used  in  Recording 

Blank  Books,  Form  Books  or  Photography 

The  writing  is  done  in  bound  volumes.     Notwithstanding  the  fact  that  a  i 
large  portion  of  many  documents  consists  of  a  printed  form  and  that  certain  i 
of  these  printed  forms  contain  exactly  the  same  phraseology,  no  books  of  | 
such  forms  are  in  use  in  this  office.    It  thus  transpires  that  the  copyists  copy 
over  and  over  again  long  paragraphs  of  standard  legal  phraseology  for  which 
they  are  paid  six  cents  per  estimated  folio  of  100  words.     In  several  large  | 
counties  throughout  the  United  States  recorders'  offices  have  had  volumes  of  '■ 
printed  forms  prepared  in  which  it  is  necessary  to  copy  only  that  portion  of , 
the  documents  which  has  been  "written  in."     For  example,  it  is  customary 
in  such  offices  to  have  one  or  more  books  in  which  warranty  deeds  have  been 
printed   on   the   pages   thereof   at   the   time   the   books   were   manufactured. 
Similar  books  of  quitclaim  deeds,  mortgages,  etc.,  are  usually  used.     Many 
counties  have  developed  the  use  of  standard  forms  printed  in  books  to  an 
extent  where  it  is  necessary  to  use  only  a  few  volumes  in  which  the  entire 
content  of  documents  is  copied.     Such  books  are  usually  designated  as  "mis- 
cellaneous registers"  and  contain  only  those  documents  which  are  presented 
so  rarely  or  the  forms  of  which  are  so  varied  that  it  is  not  feasible  to  manu- 
facture books  of  such  forms. 

In  preparing  such  books  the  spacing  of  lines  is.  of  course,  arranged  to 
fit  typewriter  spaces,  size  and  style  of  type,  so  as  to  facilitate  the  filling  in. 

Since  no  standard  books  or  printed  forms  whatsoever  are  now  used  im 
the  local  office,  it  is  obvious  that  to  whatever  extent  such  installations  werei 
made  it  would  be  just  that  much  gained,  because  it  would  reduce  the  number) 
of  folios  to  be  typed  and  hence  the  cost  of  typing.  The  officials  of  the) 
recorder's  office  state  that  studies  have  been  made  to  determine  whether  it 
is  practicable  in  San  Francisco  to  use  such  printed  books  and  that  a  negative 
conclusion  was  reached.  Neither  the  working  papers  nor  reports  of  such 
studies  were  available  and  the  scope  of  this  survey  did  not  permit  of  making 
an  intensive  inquiry  into  the  matter.  However,  the  fact  that  form  books 
are  being  used  with  great  success  in  several  of  the  large  recording  offices  ui 
the  country  would  indicate  that  the  plan  might  be  practicable  in  San  Fran- 
cisco if  properly  handled. 

Naturally,  the  best  results  would  be  secured  by  obtaining  the  assistance1 
of  the  legislature  in  standardizing  the  principal  forms  of  documents  which 
are  recorded.  This  has  been  done  in  some  states  and  it  is  probable  that  ii 
the  Recorders'  Association  of  the  State  of  California  or  the  various  organiza 
tions,  such  as  real  estate  boards,  bar  associations  and  chambers  of  commerce' 
took  hold  of  the  subject  vigorously,  rapid  headway  could  he  made  in  estab 
lishing  standards  and  thereby  reducing  the  cost  of  recording  in  every  coimt\ 
in  California.    Such  a  movement  should  he  started  without  further  delay. 

Title  companies  have  been  able  to  draw  up  forms  that  satisfied  their  ens 
tomers  in  the  great  majority  of  transactions.     If  it  does  not  seem  practicable 
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to  secure  state-wide  action  in  standardizing  the  various  forms,  the  recorder  of 
San  Francisco  could  prepare  a  standard  form  for  the  city  and  county. 
Having  prepared  certain  forms  as  standard,  it  would  be  good  economy  if  the 
recorder  had  a  quantity  of  them  printed  and  distributed  free  of  charge. 
The  decreased  cost  of  recording  would  be  much  more  than  sufficient  to  cover 
tlie  eost  thereof. 

The  taxpayers  of  San  Francisco  should  not  be  required  to  continue  paying 
six  cents  per  folio  for  copying  over  and  over  again  many  thousands  of  legal 
phrases  which  are  exactly  similar. 

As  an  alternative  to  the  adoption  of  books  of  printed  forms  for  use  in 
transcribing,  it  is  suggested  that  the  necessary  steps  be  taken  to  use  a 
photographic  process.  This  would,  of  course,  eliminate  entirely  the  use  of 
copyists,  and  inasmuch  as  the  charter  merely  says  that  the  recorder  "may" 
appoint  as  many  copyists  as  may  be  necessary,  there  would  appear  to  be  no 
charter  objection  to  eliminating  the  use  of  copyists  altogether.  It  may  he 
that  legislative  authority  is  necessary  in  order  to  legalize  the  use  of  a 
photographic  method  in  copying  public  documents,  and  if  so,  definite  steps 
should  be  taken  without  delay  to  secure  the  needed  legislation.  Several 
states  have  taken  such  action.  For  example,  the  Louisiana  legislature  in  1910 
specifically  provided  for  the  use  of  photographic  and  rectographic  copies  of 
public  records,  and  the  Nebraska  legislature  in  1911  passed  an  act  "author- 
izing the  use  of  photographic  process  in  the  making  and  copying  of  public 
records  in  the  public  offices  of  this  state." 

Many  organizations,  such  as  insurance  companies  and  title  companies, 
have  substituted  the  photographic  process  for  pen  and  typewriter  documents. 
Several  cities  use  this  method  for  copying  vital  statistics  and  several  of  the 
departments  of  the  federal  government  in  Washington  have  adopted  it, 
among  which  may  be  mentioned  the  United  States  patent  office,  which  uses 
the  process  in  copying  permanent  records. 

The  only  arguments,  aside  from  a  possible  question  of  present  legality, 
which  can  be  advanced  against  the  photographic  process,  are  its  legibility 
and  durability.  With  respect  to  legibility,  only  those  documents  which  are 
themselves  clearly  legible  should  be  photographed.  Most  of  the  documents 
received  are  typewritten  and  would  make  excellent  negatives.  Those  which 
are  too  illegible  for  photographing  should  be  set  aside  and  recorded  by  type- 
writer method  in  volumes  separate  from  those  in  which  the  photographs  are 
entered. 

With  respect  to  durability,  i.  e.,  cracking  of  the  paper,  the  criticisms 
have  been  almost  entirely  based  on  the  photographic  paper  which  was  used 
during  the  earliest  stages  of  the  development  of  this  process.  The  paper  now 
manufactured  for  photographic  purposes  is  of  a  much  superior  quality,  and, 
if  mounted  on  gauze,  should  wear  fully  as  long  or  longer  than  the  paper  iioav 
used  in  recording.  The  pages  would,  of  course,  lend  themselves  to  being 
bound  in  volumes  as  under  the  present  system. 

The  criticisms  relative  to  photographs  fading  are  also  based  on  photo- 
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graphs  made  several  years  ago  before  the  art  of  photography  reached  the 
present  state  of  perfection  in  its  development.  The  president's  commission 
on  economy  and  efficiency,  when  experimenting  with  photographic  processes 
in  Washington  not  long  ago,  pasted  a  photograph  of  a  record  on  a  window 
having  a  southern  exposure  so  that  it  would  get  a  maximum  of  sunlight.  At 
the  end  of  a  year,  when  it  was  removed,  the  paper  was  of  a  yellowish  hue, 
but  the  record  was  as  clear  as  when  it  was  placed  there. 

The  advantages  which  would  accrue  from  the  adoption  of  a  photographic 
process  in  the  recorder's  office  would  be — 

1 — The  annual  cost  of  copying  could  be  reduced  from  approximately 
$35,000,  which  is  the  present  rate,  to  approximately  $5,000  and  thus 
effect  an  annual  saving  of  about  $30,000. 

2 — The  records  made  would  be  exact  copies  of  the  original  document,  even 
including  the  signatures,  misspelled  words,  number  of  words  on  a  \ 
line,  etc.    There  would  be  absolutely  no  chance  for  error. 

3 — The  time  required  for  recording  the  document  would  be  one  day,  or  in 
fact  a  fraction  thereof,  instead  of  from  one  to  two  weeks. 

4 — Without  additional  cost,  it  would  be  possible  to  make  exact  copies  of1 
plans  which  otherwise  would  involve  the  employment  of  a  draftsman. 

With  respect  to  cost,  the  copyists'  payrolls  for  1915  totalled  $32,112.  In1 
addition  to  this  there  should  be  added  the  $1800  salary  of  the  deputy  who 
acts  as  chief  copyist  and  the  $1800  salary  of  the  deputy  who  distributes  the 
work  to  the  copyists,  thus  making  an  aggregate  cost  of  approximately 
$35,700. 

Estimating  the  cost  of  preparing  photographs  roughly  at  five  cents  each: 
and  figuring  on  the  present  basis  of  50,000  documents  per  year,  gives  $2500, 
to  which  should  be  added  say  $1500  for  the  salary  of  an  operator,  thus  mak- 
ing the  aggregate  annual  cost  approximately  $4000.  The  cost  of  the  original 
investment  for  equipment  is  so  small  that  it  is  unnecessary  to  include  it  in 
the  computation  and  it  may  be  assumed  that  the  cost  of  binding  the  photo- 
graphic records  would  be  but  little  more  than  the  cost  of  purchasing  the 
character  of  volumes  now  used.  In  short,  there  would  be  an  annual  cost  of 
$4000  to  $5500  as  against  a  present  cost  of  $35,700. 

Time  Required  for  Registration  Should  Be  Standardised 

Upon  receipt  of  each  document  left  for  recording  the  office  gives  notice 
that  the  document  will  be  ready  for  delivery  in  two  weeks.  As  a  matter  of 
fact  it  is  nearly  always  ready  for  delivery  sooner.  Even  with  the  present 
method  of  recording  there  appears  to  be  no  good  reason  why  documents1 
should  not  be  ready  for  delivery  on  the  fifth  day.  As  pointed  out  in  the 
description  of  the  procedure  at  the  beginning  of  this  chapter,  the  documents 
make  practically  no  progress  in  the  recording  process  on  the  second,  fourth 
or  fifth  days.     The  actual  work  of  recording  is  nearly  all  done  on  the  first. 
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third,  sixtli  and  seventh  days  after  the  document  reaches  the  office  and  it  is 
therefore  evidenl  thai  it'  the  documents  were  moved  along  uninterruptedly  as 
a  Bingle  work  order,  they  would  be  ready  for  delivery  on  the  fifth  day.  The 
holding  up  of  the  work  on  the  second,  fourth  and  fifth  days  is  for  the  accom- 
modation of  the  title  companies  and  those  individual  searchers  who  make  a 
business  of  doing  that  kind  of  work.  It  is  submitted  that  this  delay  of  the 
public  business  for  the  accommodation  of  the  local  companies  who  are  in 
business  for  profit  and  are  using  the  city's  plant  to  advance  such  profit,  is 
nut  justified  and  should  be  discontinued.  This  also  holds  true  with  respect 
to  the  individual  searchers,  publications,  etc. 

Each  person  leaving  a  document  at  the  recorder's  office  should  be  notified 
on  the  printed  receipt  that  is  given  him  that  his  document  will  be  ready  for 
delivery  on  the  fifth  day  from  date.  If  a  photographic  process  is  adopted 
documents  can  be  delivered  the  same  day. 

The  recorder  contends  that  nine  or  ten  days  are  necessary,  but  it  is  never- 
theless submitted  that  if  proper  readjustments  were  made  so  that  each  day's 
documents  would  move  forward  as  a  single  work  order,  five  days  would  be 
adequate.  It  might  necessitate  one  or  two  copyists  or  special  indexers  work- 
ing after  5  o'clock  on  some  days,  but  the  result  would  justify  the  effort. 

Method  of  Paying  Copyists 

The  charter  specifies  that  the  recorder  may  appoint  as  many  copyists  as 
he  may  deem  necessary,  who  shall  receive  not  more  than  six  cents  for  each 
100  words  actually  written,  but  no  copyist  shall  be  paid  a  greater  compensa- 
tion at  this  rate  than  amounts  in  the  aggregate  to  $125  a  month. 

The  copying  work  being  distributed  as  nearly  as  possible  in  equal  por- 
tions to  the  various  copyists,  it  follows  that  each  copyist  earns  approximately 
the  same  amount  each  month.  The  average  monthly  earnings  during  the  past 
:hree  and  a  half  years  wrere  approximately  as  follows : 

1913  1914                    1915                    1916 

January $125.00  $  87.00  $  93.90           $  97.80 

February 125.00  90.30              86.40              97.50 

March 125.00  100.50  106.20            114.20 

April 125.00  98.40              95.70            119.10 

May 121.50  125.00              89.10            109.50 

June 96.90  125.00              94.80 

July 87.00  108.00              87.90 

August 85.00  85.50              91.50 

September 81.00  83.70              81.60 

October 91.80  92.70               89.10 

November 79.20  96.00              94.20 

December 87.00  85.80  105.60 

At  the  time  of  the  survey,  twenty-six  copyists  were  employed.  It  is 
•elieved  that  six  cents  per  folio  is  ample  compensation  for  this  work.  A 
ecent  charter  amendment  submitted  to  the  voters  provided  for  paying  seven 
ents  per  folio. 
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Indices 


A  new  system  of  indices  has  lately  been  installed  which  appears  to  have 
distinct  advantages  over  the  old  system.  While  it  requires  somewhat  longer 
because  of  its  being  vowelized  in  greater  detail,  it  has  the  advantage  of 
facilitating  references  greatly  thereby.  Moreover,  it  occupies  only  about 
half  the  space  on  the  shelves  that  the  old  indices  required. 

Delivery  of  Documents 

When  documents  are  ready  for  delivery  they  are  placed  in  the  files j 
according  to  numerical  references.  An  examination  of  these  files  and  a  test 
count  of  the  documents  contained  therein  indicates  that  there  are  approxi-: 
mately  45,000  documents  now  on  hand  which  have  accumulated  during  the 
ten  years  since  the  fire  in  1906.  This  means  that  approximately  4500  docu- 
ments remain  uncalled  for  each  year.  There  are  now  seven  large  steel  cabi- 
nets containing  36  drawers  each,  and  one  cabinet  of  48  drawers,  filled  with 
uncalled  for  documents. 

No  documents  are  mailed  to  the  owners  except  upon  special  request.  Itj 
is  recommended  that  inquiry  be  made  of  every  person  leaving  a  document  at 
the  office  to  determine  whether  he  desires  to  call  for  the  document  or  to  have 
it  mailed,  and  if  the  latter  preference  is  indicated,  then  the  address  should 
be  secured  and  a  small  fee  collected  to  cover  the  cost  of  mailing.  For  example, 
the  recorder  of  Cook  County,  Illinois  (Chicago),  already  referred  to  herein, 
has  long  followed  the  practice  of  collecting  five  cents  as  a  mailing  fee.  This 
covers  the  cost  of  postage,  stationery  and  the  clerical  work  necessary  to  mail 
out  the  document  and  also  gives  a  small  profit.  In  the  San  Francisco  office 
the  clerk  who  now  does  the  typewriting  for  the  office  has  ample  time  to 
address  and  stamp  the  envelopes  for  delivering  the  documents  so  that  it 
would  not  be  necessary  to  employ  an  extra  typist.  If  statutory  legislation  is 
necessary  as  authority  for  adopting  this  plan  in  San  Francisco,  steps  should 
be  taken  to  secure  it. 

Rental  of  Space 

Scattered  through  a  large  portion  of  the  recorder's  office  are  desks  which 
are  leased  to  local  title  companies  and  other  private  searchers.  A  charge  oJ 
$2.50  per  month  is  made  for  small  desks  and  $5.00  for  large  desks.  Th( 
recorder  collects  at  this  rate  $15.00  per  month  from  two  title  companies  ant 
$7.50  a  month  from  a  third,  and  $5.00  per  month  from  each  of  two  private 
searchers.  This  is  a  total  of  only  $47.50  per  month  for  thirteen  desks.  On* 
organization  pays  nothing  for  the  space  which  it  occupies,  notwithstanding 
the  fact  that  it  makes  copies  for  several  local  papers  and  receives  compen 
sation  for  such  service  from  them. 

Observation  of  the  conduct  of  the  employees  of  these  various  outside  com 
panies  indicates  that  it  is   considerably  below   the   average   of  the   regula 
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employees  of  the  office.  In  fact,  the  general  impression  left  on  the  mind  of 
the  visitor  to  tliis  office  is  one  of  bad  organization  and  lax  administration 
when,  as  a  matter  of  fact,  the  effect  is  produced  by  persons  who  are  not 
employees  of  the  office.  It  is  submit  ted  thai  the  space  occupied  by  the  desks 
above  referred  to  is  of  greater  value  than  the  small  amount  now  received 
by  tlif  recorder  therefor.  A  larger  fee  should  be  required  for  the  use  of  desk 
space  and  a  more  rigid  discipline  of  the  outside  employees  enforced. 

Office  Self-Supporting 

Although  no  study  was  made  relative  to  the  fairness  and  adequacy  of  the 
various  fees  charged  by  this  office,  the  annual  receipts  and  expenses  of  the 
office  as  reported  by  the  recorder  indicate  that  the  office  is  not  only  self- 
supporting  but  yielding  a  surplus. 

In  this  connection  it  is  important  to  note  (see  the  attached  table)  that 
the  annual  excess  of  receipts  over  expenses  has  been  rapidly  diminishing  each 
year  since  1910.  This  fact  points  the  need  of  taking  just  such  steps  as  have 
been  indicated  in  this  report,  i.  e.,  cutting  down  expenses  by  the  adoption  of 
more  economic  processes  of  recording  and  increasing  revenues  by  charging 
higher  rentals  for  desk  space,  adoption  of  mailing  fees,  etc. 

Torrens  System 

Although  the  Torrens  system  of  land  registration  was  legalized  in  Cali- 
fornia several  years  ago,  only  seven  registrations  have  been  made  under  this 
law  thus  far  in  San  Francisco.  The  practicability  of  this  system  and  its 
superiority  in  many  ways  over  the  old  system  of  title  registration  has  been 
fully  demonstrated  in  several  states,  notably  in  Illinois  and  Massachusetts. 
The  reason  for  its  non-use  in  San  Francisco  is  almost  entirely  due  to  the  fail- 
ure on  the  part  of  the  recorders  of  San  Francisco  to  give  the  system  that  pub- 
licity which  is  necessary  to  popularize  it.  Naturally,  the  system  meets  with 
the  opposition  of  the  local  title  companies.  In  all  cities  and  states  where  land 
registration  under  this  system  is  legalized  it  has  met  with  a  similar  opposi- 
tion. Thus,  communities  which  have  succeeded  in  establishing  the  Torrens 
system  have  done  so  only  by  inaugurating  a  campaign  of  publicity  to  inform 
the  people  relative  to  the  advantages  of  the  system.  It  is  urged  that  such 
an  educational  campaign  should  be  promoted  by  the  recorder's  office  of  San 
Francisco. 
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STATISTICS   RE   RECORDING   OF   DOCUMENTS   AS    SET   FORTH    IN   THE 
RECORDER'S  ANNUAL  REPORT  FOR  1914-1915. 


Papers. 


Total 
Receipts. 


Total 
Expenses. 


Excess  of 

Receipts   Over 

Expenses. 


1900-01 25 

1901-02 29 

1902-03 35 

1903-04 37 

1904-05 41 

1905-06 40 

1906-07 54 

1907-08 55 

1908-09 64 

1909-10 57, 

1910-11 65 

1911-12 56 

1912-13 57 

1913-14 55 

1914-15 46 


,776 

$  39,584.45 

$  33,852.00 

$     5,732.45 

,242 

45,539.60 

39,040.56 

6,499.04 

,112 

54,077.70 

43,000.00 

11,077.70 

,337 

57,537.45 

43,900.00 

13,637.45 

,360 

63,330.85 

43,900.00 

19,430.85 

,434 

62,143.30 

40,935.68 

21,207.62 

,070 

83,978.90 

56,113.20 

27,865.70 

,729 

85,884.55 

61,262.49 

24,622.06 

,513 

105,619.90 

70,400.00 

35,219.90 

,673 

97,813.40 

71,472.55 

26,340.85 

,291 

107,218.15 

73,400.00 

33,818.15 

,551 

95,534.25 

75,522.43 

20,011.82 

,903 

91,710.90 

72,817.89 

18,893.01 

,552 

76,221.65 

65,941.31 

10,280.67 

,198 

72,720.85 

62,899.02 

9,821.83 

REGISTRAR 

Organization 


$284,459.10 


The  registration  of  voters  is  vested  in  a  board  of  five  election  commissioners  | 
appointed  by  the  mayor  for  a  term  of  four  years.     They  receive  an  annual  j 
salary  of  one  thousand  dollars  each  and  their  terms  of  office  are  arranged  so 
that  one  terminates  at  the  end  of  each  three  years  and  the  other  two  at  the  end 
of  the  fourth  year.     The  board  appoints  a  registrar  for  a  four-year  term  at  a  | 
salary  of  twenty-four  hundred  dollars  per  annum,   who   acts   as  secretary   of 
the  board  and  as  the  chief  executive  officer  in  the  management  of  the  registra- 
tion of  voters  and  the  holding  of  elections. 

Although  the  staff  of  the  registrar's  offiee  varies  greatly  as  between  different 
periods  of  the  year,  there  is  a  large  cost  for  personal  service  in  this  office  which  is 
constant  from  month  to  month.  As  shown  by  the  following  table,  the  minimum 
amount  of  the  "regular"  monthly  payroll  during  the  two-year  registration  period 
of  1914  and  1915  was  $3,822.75  in  1911  and  $2,897.50  in  1915,  the  average  of  the 
monthly  "regular"  roll  being  $6,808.57  and  $5,017.70,  respectively: 


1914. 


Regular 
Payroll. 


Supplemental 
Payroll. 


Election 
Officers. 


Total. 


4,090.19 

4,352.15 

4,649.15 

4,722.70 

9,049.80 

8,066.10 

July     14,095.80 


January  . 
February 
March  . . . 
April 

May 

June 


August   . .  . 
September 
October    .  . 
November 
December 


8,711.90 
6,066.50 
8,191.90 
5,883.95 
3,822.75 


Total,  1914    $81,702.5 


$  4,108.00 
2,312.00 

10.00 
2,064.60 

83.35 
1,503.10 

'  '687.90 


$10,768.95 


$24,170.00 

1,890.00 
31,500.00 


$57,560.00 


$     4,090.19 

4,352.15 

4,649.15 

8,830.70 

11,361.80 

8,076.10 

16.160.40 

32,965.25 

7,569.60 

10,081.90 

38,071.85 

3,822.75 

$150,031.84 


Average,  1914 $  6,808.57 
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1915. 


Regular 

Payroll. 


Supplcm.  11 1  :i  I 
Payroll. 


Kl.ctiun 
Ollirns. 


Total. 


January  .  . 
February  . 
March 

April   

May    

June    

July    

August   .  .  . 
September 
October    . . 
November 
December 


2,897.50 
3,210.35 

6.021.15 
5,045.95 
3,949.15 
3,858.60 
3,899.40 
4,862.50 
8,637.50 
8,652.55 
5,615.05 
3,922.75 


806.65 

67.50 

2,350.15 
71.25 


sir;,  sun.  mi 
12,030.00 


39,060.00 
:M»,i'!i5.00 
39,050.00 


Total,   1915    $60,572.45 


$  3,295.55         $135,235.00 


$     2,897.50 

4,017.00 

21,821.15 

17,075.95 

4,016.65 

3,858.60 

3,899.40 

7,212.65 

47,697.50 

38,018.80 

44,665.05 

3,922.75 

$199,103.00 


Average,   1915    $5,047.70 


Administrative  Features  Not  Affected  By  State  Law 

Distribution  of  Duties 

The  internal  oiganization  of  the  office  staff  shows  that  care  has  been  exer- 
cised in  organizing  work  units  of  the  staff  according  to  the  varying  functions 
and  activities  thereof.  While  allowance  is  made  for  sufficient  flexibility  that 
the  employees  may  be  transferred  from  one  division  to  another  according  to 
the  exigencies  of  the  work,  the  general  alignment  of  duties  is  such  as  is  in- 
divative  of  good  organization. 

Well  Equipped  Plant 

The  office  equipment  of  the  registrar's  office  is  unusually  complete,  and 
especially  designed  to  meet  the  needs  thereof.  It  comprehends  a  complete 
automatic  addressing  system  for  mailing  sample  ballots,  notices,  etc.,  to  voters, 
including  machines  for  making  the  metal  address  slugs,  machines  for  cutting 
large  quantities  of  paper,  etc.,  as  well  as  the  smaller  mechanical  appliances 
usually  found  in  well  managed  offices.  The  field  equipment  consists  of  a 
metal  suitcase  for  each  of  the  711  districts,  each  suitcase  containing  a  complete 
outfit  of  the  supplies  and  equipment  needed  in  the  respective  districts.  The 
present  investment  in  plant  should  prove  adequate  for  the  city  of  San  Fran- 
cisco for  manv  rears  to  come. 


No  Functional  or  Unit  Costs 

Although  the  office  maintains  a  neatly  kept  set  of  financial  records,  they  do 
not  produce  the  kind  of  data  which  is  really  needed  as  a  basis  for  executive 
judgment  and  supervision.  Purchases  of  supplies  are  recorded  in  much  detail 
and  a  claimants'  ledger  is  maintained  which  includes  an  account  with  each 
vendor  selling  commodities  to  the  office.  The  various  items  of  the  monthly 
payroll  are   even   copied  into   a   register    (notwithstanding  that   the   payrolls 
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themselves  are  placed  in  loose-leaf  binders  and  constitute  a  sufficient  register). 
However,  by  far  the  larger  portion  of  the  cost  of  this  office  is  for  personal 
service,  i.  e.,  for  payroll  charges. 

Of  the  $235,000  which  the  office  expended  during  the  fiscal  year  ended  June 
30,  1915,  $199,103,  or  85  per  cent,  was  for  salaries  and  wages.  With  such  a 
large  cost  for  personal  services  it  naturally  becomes  desirable  for  administra- 
tive purposes  to  know  the  proportion  thereof  which  is  caused  by  each  of  the 
various  functions  and  activities  and  also  to  know  the  average  unit  cost  of 
each  of  the  various  kinds  of  work.  For  example,  it  is  desirable  for  purposes 
of  effective  supervision  to  know  the  cost  of  obtaining  and  recording  affidavits 
of  voters  and  the  average  cost  per  affidavit  because  this  constitutes  one  of  the 
important  elements  of  expense  in  this  office. 

Under  the  present  election  laws,  the  office  must  be  kept  open  throughout 
the  year  for  the  receiving  of  affidavits  and  each  one  of  the  180,000  voters  in 
San  Francisco  is  required  to  register  at  least  once  during  each  two-year  period. 
No  accounts  are  maintained  which  will  show  with  any  degree  of  accuracy  either 
the  cost  of  this  work  in  its  entirety  or  the  average  cost  of  registering  each 
voter,  notwithstanding  the  fact  that  such  information  in  necessary  in  determin- 
ing whether  the  present  system  of  registration  is  too  expensive  and  should  be 
changed  for  some  simpler  and  less  expensive  method. 

Beginning  in  January,  1916,  each  employee  has  been  required  to  make  out 
a  daily  report  slip  on  the  forms  prescribed  by  the  civil  service  commission. 
These  reports  are  supposed  to  show  the  number  of  hours  each  day  which  the 
employee  devoted  to  each  kind  of  work.  If  these  reports  were  accurately  pre- 
pared and  if  they  were  posted  to  proper  summary  accounts,  it  would  be  possi- 
ble to  determine  with  exactness  the  identical  information  referred  to  above,  but 
an  examination  of  the  reports  prepared  to  date  shows  that  many  of  them  art 
either  incomplete  or  unreliable  and,  furthermore,  they  are  not  used  as  a  post- 
ing medium  to  functional  cost  records.  It  is  recommended  that  the  elements  of 
a  proper  system  which  are  thus  established  be  developed  to  their  logical  con- 
clusion so  that  the  financial  administrative  data  which  is  needed  may  become 
currently  available. 

The  finely  equipped  plant  and  a  large  number  of  registrations  have  but  a 
limited  significance  unless  they  be  accompanied  with  such  data  as  will  enable 
the  taxpayers  to  determine  the  relative  economy  and  efficiency  of  the  service. 

Expensive  Method  of  Preparing  Affidavits 

Each  affidavit  of  registration  is  required  to  be  made  out  in  duplicate  and, 
in  fact,  a  considerable  portion  of  the  content  is  required  to  be  made  in  trip- 
licate. Therefore,  it  would  seem  only  good  economy  to  prepare  such  duplicate 
and  triplicate  affidavits  by  use  of  a  carbon  process  because  the  clerical  work 
involved  in  the  preparation  of  each  of  the  180,000  affidavits  would  be  reduced 
by  more  than  one-half.  The  registrar  frankly  states  that  all  the  counties  in  the 
state,  except  San  Francisco  and  one  other,  are  using  the  carbon  process.  He 
states  that  the  use  of  this  method  in  San  Francisco  is  objectionable  in  so  far  as 
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its  use  in  the  district  offices  is  concerned,  because  when  the  affidavits  are  taken 
from  the  centra]  office  to  the  various  districts  the  carbon  copies  are  liable  to 
rub.  It  is  submitted  that  this  objection  is  not  sufficient  to  justify  the  continua- 
tion of  the  present  expensive  method  of  writing  out  separately  all  the  duplicate 
and  triplicate  copies. 

Not  only  in  the  field  of  government,  but  throughout  the  commercial  world, 
the  carbon  process  is  largely  used  in  the  field  by  inspectors  and  reporters  of 
various  kinds  and,  if  proper  care  is  exercised  in  selecting  the  quality  of  paper 
used  in  the  affidavits  and  the  quality  of  carbon,  very  little  difficulty  should  be 
experienced  by  t he  registrar's  office  in  using  the  carbon  process.  Moreover,  of 
the  eight  primaries  and  elections  during  1914-1915,  field  registration  was  had 
for  only  four  of  them. 

The  paper  now  used  in  the  affidavits  is  a  heavy,  high  grade  quality  of  bond 
paper  and  costs  $7.59  per  thousand  copies,  or  $.00759  (three-fourths  of  a  cent) 
per  copy.  The  adoption  of  a  carbon  process  and  the  securing  of  a  very  large 
decrease  in  the  clerical  cost  of  preparing  affidavits  should  therefore  be  accom- 
panied by  a  saving  in  the  cost  of  paper  itself. 

The  reduction  in  cost  which  would  be  made  possible  by  use  of  the  carbon 
process  would  be  even  larger  if  the  applicants  were  required  to  fill  out  the 
affidavits  themselves  instead  of  standing  by  and  watching  an  employee  of  the 
office  fill  them  out.  With  the  exception  of  Chinatown  and  one  or  two  other 
small  districts  by  far  the  larger  proportion  of  both  male  and  female  voters  of 
San  Francisco  rank  high  as  to  their  understanding  of  English  and,  in  fact,  as 
to  their  general  literacy.  In  some  cities  of  the  United  States  the  foreign  born 
population  is  so  large  and  so  illiterate  that  it  becomes  necessary  to  render 
much  clerical  assistance  whenever  applicants'  affidavits,  etc.,  similar  to  the 
election  registration  affidavit  are  required.  Conditions  in  San  Francisco  are 
different  in  this  respect  and  only  in  those  cases  where  the  applicant  is  unable 
to  fill  out  the  detail  of  the  document  should  the  employees  of  the  office  do  such 
work.  As  shown  by  the  following  table,  the  percentage  of  illiteracy  in  San 
Francisco  is  lower  than  in  other  cities  of  similar  size : 

ILLITERATES— TEN  YEARS  OF  AGE  OR  OVER. 
(As  per  U.  S.  Census  of  1910.) 


Population. 


1910 
Number. 


1910 
Per  Cent. 


1900 
Per  Cent. 


416,912 
319,198 
331,069 
670,585 
465,766 
687,029 
423,715 
558,485 
560,663 
533,905 


San  Francisco 
Los  Angeles  .  . 
Washington    .  . 

Boston    

Detroit   

St.  Louis   

Buffalo   

Baltimore 
Cleveland 
Pittsburgh  . .  .  . 


7,697 

2.1 

3.1 

5,258 

1.9 

2.3 

13,812 

4.9 

8.6 

24,468 

4.4 

5.1 

18,731 

5.0 

4.1 

21,123 

3.7 

4.4 

12,745 

3.7 

4.8 

20,325 

4.4 

7.2 

20,676 

4.6 

4.7 

26,627 

6.2 

5.8 

Thus,  without  change  of  law  but  merely  by  slightly  changing  the  present 
administrative  methods  with  respect  to   (1)   the  use  of  carbon  process  instead 
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of  separately  transcribing  each  copy,  and  (2)  the  requiring  of  applicants  to 
fill  out  the  affidavits  themselves,  important  savings  in  the  annual  salary  cost 
may  be  effected,  and  it  is  urged  that  pending  a  revision  of  the  law  as  here- 
inafter suggested,  the  necessary  steps  be  taken  to  accomplish  such  end. 

Administrative  Features  Which  Are  Affected  By  State  Law 

It  is  submitted  that  the  maintaining  of  a  large  permanent  staff  throughout 
each  year  for  the  purpose  of  registering  voters  is  a  needless  expense.  As  shown 
by  the  following  table,  the  election  costs  to  the  taxpayers  of  San  Francisco  are 
higher  than  in  most  cities  of  its  size.  In  fact,  none  of  the  cities,  except  St. 
Louis,  which  have  a  population  of  from  300,000  to  800,000  have  as  high  a  cost : 

Election 
City.  Population.  Cost. 

St.  Louis,  Mo 737,497  $307,162 

Boston,  Mass 734,747  192,246 

Cleveland,  Ohio  639,431  169,136 

Baltimore,  Md 579,590  132,903 

Pittsburgh,  Pa , 564,878  133,736 

Detroit,   Mich 546,183  106,057 

Buffalo,  N.  Y 457,723  108,834 

San  Francisco,  Cal *551,222  222,829 

Los  Angeles,  Cal 452,140  201,317 

Milwaukee,  Wis 419,589  74,312 

Cincinnati,  Ohio    402,175  184,874 

Newark,  N.  J 389,106  116,096 

New  Orleans,  La 361,221  11,985 

Minneapolis,  Minn 343,466  33,429 

Seattle,  Wash 313,029  112,373 


♦Local  estimate;  no  federal  estimate  since  1914. 

The  above  figures  are  taken  from  the  United  States  Census  Report  on 
Financial  Statistics  of  Cities  for  1915. 

Of  course,  the  cost  in  the  several  cities  varies  principally  by  reason  of  the 
difference  in  number  of  elections  held,  but  the  registration  cost  is  nevertheless 
a  very  important  item  of  cost  in  each  city.  The  expenditures  by  the  board  of 
election  commissioners  in  San  Francisco  during  the  past  four  years  were  as 
follows : 

1912-1913 $299,733 

1913-1914 239,436 

1914-1915 235,041 

1915-1916 287,335 


Total   $1,061,545 

Average    265,386 

The  payment  of  such  large  amounts  each  year  by  the  election  commissioners 
means  that  the  city  spends  nearly  2  per  cent  of  its  entire  annual  budget  appro- 
priation merely  to  determine  by  whom  it  will  be  governed. 

As  already  pointed  out  herein,  the  records  of  the  registrar's  office  do  not 
show  the  average  cost  of  obtaining  an  affidavit  of  registration.  Detailed  tabula- 
tions were  made  of  the  figures  available  for  January,  April  and  May,  1916, 
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which  were  believed  to  be  typical  months,  and  similar  tesl  tabulations  were  also 
made  of  registration  on  the  10th,  20th  and  30th  days,  respectively,  of  each 
month  of  an  entire  year,  with  the  resull  thai  the  average  payroll  cost  per 
affidavit  appears  to  range  from  12  cents  to  21  cents  and  that  it  averages  about 
17  cents  per  affidavit. 

It  is  certain  that  the  city  could  register  its  voters  at  much  less  than  17 
cents  each,  and  if  such  high  costs  cannot  be  reduced  without  change  of  law, 
then  the  laws  should  be  changed.  Some  states  register  their  voters  on  certain 
prescribed  days;  for  example,  one  or  two  days  each  week  during  a  certain 
month.  The  objection  to  such  a  plan  is  thai  a  considerable  proportion  of  the 
voters  forget  or  neglect  to  go  to  the  places  of  registration  on  those  days  and 
hence  do  not  get  registered. 

An  examinati >f  the  number  of  affidavits  received  monthly  since  January, 

1914,  indicates  that  most  of  the  registrations  were  made  just  preceding  the 
respective  elections.  The  number  of  registrations  is  very  small  during  those 
months  when  there  is  no  near  approaching  election.  Thus,  it  appears  that  most 
of  the  voters  of  San  Francisco  are  already  accustomed  to  registering  during 
certain  limited  periods  and  that  it  is  quite  unnecessary  for  the  city  to  go  to 
the  expense  of  maintaining  throughout  the  entire  year  a  large  clerical  staff  for 
the  mere  purpose  of  being  ready  to  register  such  voters  as  may  be  too  careless 
to  register  at  other  times. 

The  suggestion  has  been  made  that  the  registrar's  office  should  send  its 
men  out  into  the  field  and  register  the  voters  at  their  place  of  residence.  Such 
a  plan  is  open  to  the  objection  that  it  would  be  impossible  by  any  field  visita- 
tion to  secure  a  personal  registration  of  each  voter — at  least  not  unless  several 
visits  were  made  in  a  large  proportion  of  the  cases.  Even  though  a  visit  were 
made  to  both  residence  and  place  of  business,  difficulty  would  nevertheless  be 
experienced  in  obtaining  personal  registration  of  many,  and  if  thoroughly  done, 
it  is  believed  that  the  difference  in  cost  as  compared  with  the  present  method 
would  not  justify  the  change. 

As  an  alternative,  the  modification  of  the  present  law  so  that  reregistration 
would  be  required  less  frequently,  should  help  to  lower  the  cost  materially. 
Many  believe  that  reregistration  every  five  years  instead  of  every  two  years 
would  be  sufficient. 

Primary  Elections 

As  in  other  parts  of  the  country  the  primary  election  in  California  has 
been  a  disappointment.  With  the  change  in  method  of  registration  should  go 
the  elimination  of  primaries.  The  registrar  himself  has  estimated  that  $100,000 
a  year  might  be  saved  by  adopting  these  two  measures. 

With  the  establishment  of  a  responsible  and  responsive  form  of  govern- 
ment, including  provision  for  executive  leadership,  as  recommended  in  the 
first  chapter  of  this  report,  the  need  for  primaries  will  no  longer  exist.  Then 
the  difficulties  of  nomination  which  now  cause  trouble  will  largely  solve  them- 
selves. 
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CLERK  OF  THE  BOARD  OF  SUPERVISORS 

The  office  of  the  clerk  of  the  legislative  branch  of  the  government  in 
nearly  every  city  in  this  country  is  called  the  office  of  the  city  clerk.  Its 
duties  vary  in  different  cities  but  consist  principally  in  preparing  the  calen- 
dars for  and  keeping  the  records  of  the  city  council,  board  of  aldermen  or 
whatever  the  legislative  body  may  be  called.  In  San  Francisco  this  office  is 
known  as  that  of  the  clerk  of  the  board  of  supervisors.  It  is  believed  that 
the  name  itself,  specifying  over  and  over  again  daily,  in  all  of  the  business 
transactions  of  the  city,  the  fact  that  this  official  is  clerk  to  the  board  of 
supervisors,  has  resulted  in  making  this  office  a  mere  servitor  of  the  super- 
visors. 

The  office  was  observed  closely  many  times  during  the  survey;  the  written 
statements  of  most  of  the  employees  themselves  relative  to  the  duties  they 
performed  were  examined,  and  as  a  result,  it  is  submitted  that  the  offic-r  is 
much  over-manned  even  for  transaction  of  the  duties  with  which  it  is  now 
charged.  Employees  are  on  the  rolls  of  this  office  ostensibly  to  act  as  clerks 
of  certain  committees  of  the  supervisors,  some  of  which  meet  only  at  infre- 
quent intervals ;  the  principal  work  of  other  employees  is  of  infrequent  occur- 
rence. If  the  office  were  relieved  of  many  of  the  duties  which  should  be  per- 
formed elsewhere  or  not  performed  at  all — such,  for  example,  as  the  issuing  of 
permits,  which  function  should  be  vested  elsewhere,  or  the  collection  of 
advertising  fees  from  contractors,  which  work  should  be  abolished — there 
would  be  still  less  need  for  the  large  number  of  attaches  in  this  office. 

This  office  should  be  less  messenger  and  office  boy  of  the  supervisors  and 
be  more  an  agency  for  the  public.  The  location  of  this  office  on  the  second 
floor  adjoining  the  legislative  chamber  and  committee  rooms  tends  to  con- 
tinue and  further  develop  the  present  conditions. 

If  the  office  were  located  on  the  main  floor  near  the  front  door,  in  addi- 
tion to  the  duties  as  clerk  of  the  board  of  supervisors,  it  could  serve  the  pub- 
lic as  a  bureau  of  information.  There  is  need  of  just  such  a  bureau  in  the 
government  and  this  is  the  logical  office  to  function  in  that  way,  because  it 
has  a  large  amount  of  the  needed  information  quickly  available.  Such  a 
location  would  make  the  office  more  useful  to  the  public  in  every  way  and 
would  still  enable  it  to  render  the  board  of  supervisors  sufficient  service,  IS 
the  board  divested  itself  of  the  many  administrative  duties  which  it  now 
undertakes,  as  recommended  herein,  the  demands  from  this  source  on  the 
clerk's  office  would  be  very  greatly  lessened  and  hence  the  force  might  be 
correspondingly  reduced. 

Consolidate  With  County  Clerk's  Office 

"When  serious  consideration  is  next  given  to  revising  the  city's  charter, 
it  would  be  advantageous  to  change  the  title  of  county  clerk  to  "clerk  of 
courts"  and  to  transfer  his  other  duties  to  the  office  of  "city  and  county 
clerk". 
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POLICE  DEPARTMENT 

Department  Administered  by  Board  of  Commissioners 

The  police  department  is  organized  as  an  administrative  department,  and 
its  management  is  under  the  control  of  four  commissioners,  appointed  by  the 
mayor  for  a  term  of  four  years,  each  of  whom  receives  an  annual  salary 
of  $1,200. 

The  functions  of  the  board  include  the  appointment,  promotion,  suspension 
and  dismissal  of  members  of  the  force;  the  establishment  of  rules  and  regu- 
lations for  the  government,  discipline,  equipment  and  uniforms  of  the  depart- 
ment; the  granting  and  the  suspension  or  revocation  of  permits  for  the  sale 
of  liquor,  and  such  other  permits  as  are  provided  for  by  city  ordinance  or 
statute;  the  appointment  of  special  officers  and  patrol  specials;  the  appoint- 
ment of  a  police  surgeon  and  matrons,  and  the  general  management  and  control 
of  the  department,  including  the  power  to  initiate  and  conduct  such  investi- 
gations affecting  or  relating  to  the  affairs  of  the  department  as  the  board  may 
deem  necessary.  Thus,  the  entire  administration  of  the  department  is  placed 
under  the  jurisdiction  of  these  four  commissioners,  who  are  required  by  charter 
to  supervise  the  work  of  the  department,  to  guide  and  direct  its  officers,  and 
to  see  to  it  that  the  police  service  of  the  city  is  efficiently  maintained. 

Board  Holds  Weekly  Meetings 

As  required  by  charter,  the  board  meets  once  each  week  and  holds  such 
special  meetings  throughout  the  year  as  may  be  necessary  to  transact  the 
business  of  the  department. 

The  meetings  of  the  board,  as  shown  by  an  examination  of  the  minutes 
for  a  period  of  a  year,  are  devoted  almost  entirely  to  the  business  of  issuing, 
investigating  and  revoking  permits  and  hearings  on  charges  against  members 
of  the  force.  In  connection  with  the  control  over  permits,  the  board  devotes 
considerable  of  its  time  to  hearings  on  charges  against  holders  of  permits, 
particularly  permits  for  the  sale  of  liquor,  which  take  the  form  of  legal  trials. 
Matters  affecting  the  business  management  of  the  department  are  likewise 
discussed  at  the  board  meetings.  Thus,  the  weekly  meetings  of  the  board 
are  devoted  almost  entirely  to  the  exercise  of  its  licensing  power  and  the 
discipline  of  delinquent  members  of  the  force. 

Commissioners    Do    Not    Receive    Adequate    Information    Concerning 
Department 

The  efficiency  of  the  police  service  depends  to  a  large  extent  upon  the 
control  exercised  by  the  administrative  heads.  The  intelligence  of  this  control 
depends  upon  the  quality  of  the  information  which  the  administrative  heads 
receive  concerning-  the  activities  of  the  members  of  the  force  and  the  crime 
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conditions  of  the  city.  This  requires  prompt,  accurate  and  concise  reports. 
Notwithstanding  this  fact,  the  administrative  heads,  namely,  the  police  com- 
missioners, receive  practically  none  of  the  information  required  to  enable 
them  to  direct  the  activities  of  the  department  and  its  members,  to  determine 
its  efficiency,  or  to  become  acquainted  with  the  crime  conditions  of  the  city, 
and  the  success  or  failure  of  the  department  in  coping  with  them.  In  fact, 
no  administrative  control  is  exercised  through  the  administrative  heads,  and 
more  than  this,  it  would  be  practically  impossible  for  the  commissioners  to 
exercise  effective  control  under  the  present  system  of  records  and  reports. 

Commissioners  Depend  Upon  Oral  Discussion  with  the  Chief 

For  their  information  as  to  crime  conditions,  the  members  of  the  board 
depend  to  a  large  degree  upon  interviews  which  they  have  with  the  chief 
from  time  to  time  and  general  statements  which  are  made  to  them  about  the 
service.  In  the  event  of  an  important  strike  or  some  other  condition  requiring 
special  police  activity,  the  president  of  the  board  confers  daily  with  the  chief. 
As  to  the  general  crime  conditions  and  the  efficiency  of  the  department,  how- 
ever,  conferences  with  the  chief,  no  matter  how  frequent,  can  only  be  of  small 
value,  since  the  chief  himself  receives  no  formal,  tabulated,  comparative  report 
which  would  be  of  use  in  guiding  and  directing  the  affairs  of  the  police 
department.  At  the  most,  from  the  information  which  the  chief  receives  from 
his  subordinates,  he  would  be  able  to  inform  the  commissioners  of  current 
matters  only,  and  even  this  information  could  not  be  obtained  except  by 
reading  the  reports  furnished  in  each  separate  case,  amounting  to  hundreds 
of  documents  daily.  Even  the  reading  of  these  reports  for  a  period  of  several 
days  would  not  furnish  the  commissioners  with  any  real  picture  of  the  crime 
conditions  or  the  efficiency  of  the  department  in  handling  them.  Certainly, ' 
the  reports  would  furnish  no  basis  of  comparison,  without  which  it  is  not 
possible  to  determine  whether  or  not  the  police  force  is  being  properly  man- 
aged and  the  policemen  are  rendering  efficient  service. 

Neither  the  commissioners  nor  the  chief,  under  the  present  system,  can 
tell  from  any  record  either  in  their  office  or  the  office  of  the  chief  without 
a  vast  amount  of  tabulating  and  analyzing  of  separate  reports — 

Whether  crime  is  on  the  increase  or  decrease ; 

The  number  of  complaints  received ;  the  matters  complained  of ; 

Whether  they  are  being  properly  investigated  and  the  results  of  the 
investigation ; 

Whether  the  number  of  complaints  is  less  or  greater  than  during 
previous  periods ; 

Whether  the  number  of  arrests  during  the  current  period  exceeds 
that  of  preceding  months  or  years ; 

Whether  the  members  of  the  detective  bureau  are  intelligently  in- 
vestigating cases  which  are  assigned  to  them; 

Whether  the  amount  of  property  reported  stolen  is  greater  or  less 
than  during  previous  periods  and  the  same  information  as  to  property 
recovered ; 
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Whether  the  complaints  affecting  the  various  patrol  posts  are  in- 
creasing or  decreasing; 

Whether  juvenile  delinquency  is  on  the  increase  or  decrease; 

Whether  there  are  few  disorderly  houses,  disorderly  flats  or  houses 
of  prostitution  in  the  city  or  whether  the  number  is  increasing  or 
decreasing ; 

Whether  there  are  few  or  many  gambling  houses,  and  whether  the 
number  is  increasing  or  decreasing; 

Whether  the  members  of  the  force  are  efficient  in  the  matter  of 
reporting  conditions  observed  upon  their  patrol  posts. 

Unless  the  administrative  heads  and  the  chief  are  able  to  ascertain  readily 
at  any  time  this  information  concerning  the  department  and  its  work,  it  must 
be  apparent  that  no  proper  control  can  be  exercised  over  the  force  by  either 
the  administrative  heads  or  the  chief. 


The  Establishment  of  a  Department  of  Public  Safety  Recommended 

While  it  is  true  that  if  the  board  of  commissioners  were  furnished  cur- 
rently with  detailed  information  compiled  in  accordance  with  the  best  practice, 
it  would  be  better  able  to  manage  and  direct  the  affairs  of  the  department, 
yet,  it  must  be  said  that  four  men.  meeting  one  night  a  week  and  endeavoring 
to  review  and  direct  the  affairs  of  this  most  important  branch  of  the  govern- 
ment, cannot  control  the  activities  of  the  department  as  successfully  as  one 
commissioner  serving  full  time.  As  pointed  out  in  the  report  on  the  fire 
department,  $4,800  a  year  is  paid  in  salary  to  the  four  commissioners  of 
police  and  the  same  amount  is  paid  to  the  four  commissioners  of  the  fire 
department,  making  the  total  cost  of  management  through  boards,  on  a  part- 
time  basis,  $9,600  a  year  in  these  two  departments,  with  a  total  personnel  of 
less  than  2,000. 

Therefore,  it  is  recommended  that  the  charter  be  amended  so  as  to  establish 
a  department  of  public  safety,  under  the  supervision  and  direction  of  a  com- 
missioner or  director  of  public  safety,  and  that  this  department  consist  of  a 
bureau  of  police,  a  bureau  of  fire,  and  a  bureau  of  electricity. 

The  director  or  commissioner  of  this  department  should  be  appointed  by 
the  mayor  or  central  executive,  to  whom  he  should  be  directly  responsible. 
Through  this  form  of  organization,  the  police  and  fire  departments  would 
be  placed  upon  a  cooperative  basis  and  their  management  and  supervision 
would  then  be  continuous  rather  than  disconnectedly  attempted  through  a 
weekly  review  of  documents  as  at  present. 

If,  however,  it  should  be  deemed  unwise  to  consolidate  the  police  and  fire 
functions  under  one  head,  a  great  improvement  in  efficiency  could  be  obtained 
by  the  abolition  of  these  boards  and  the  appointment  of  two  commissioners, 
one  to  supervise  the  fire  department,  the  other  to  manage  the  police  depart- 
ment, paying  them  the  total  salaries  now  paid  the  four  commissioners,  namely, 
$4,800  a  year  each,  and  requiring  full-time  service. 
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A  Proper  Reporting  Procedure  Should  Be  Installed  at  Once 

Whether  or  not  the  charter  is  amended  so  as  to  provide  for  the  appoint- 
ment of  a  single  commissioner,  a  reporting  system  which  will  keep  the  com- 
missioners currently  advised  of  all  activities  of  the  department  and  the  crime 
conditions  of  the  city,  should  be  installed  at  once.  Prior  to  each  meeting  of 
the  board,  each  commissioner  should  receive  at  his  private  office  a  complete, 
comprehensive  and  detailed  report  for  the  week  in  tabular  form,  setting  forth 
among  other  forms:  the  number  of  arrests,  classified  as  to  crime  and  offensesj 
the  number  of  convictions,  dismissals  and  acquittals ;  the  number  of  com- 
plaints received,  classified  as  to  subjects  complained  of:  the  results  obtained 
in  the  investigation  of  complaints,  such  as  arrests  made,  nuisances  abated, 
conditions  removed,  no  results,  and  unfounded;  the  amount  of  property  re- 
ported stolen  and  the  amount  of  same  recovered;  the  number  of  members  of 
the  force  absent,  and  the  reasons  for  their  absence,  such  as  excused  with  pay, 
without  pay,  on  sick  leave ;  the  total  number  of  days  lost  during  the  year 
for  each  policeman  reported  ill;  the  number  of  persons  aided,  classified  as  to 
the  kind  of  aid  rendered ;  the  number  of  reports  received  from  members  of 
the  force  concerning  matters  observed  on  patrol  posts,  such  as  defective  curb 
stones,  light  outages,  insanitary  conditions;  the  number  and  location  of 
premises  suspected  of  being  operated  as  houses  of  prostitution,  houses  of 
assignation,  disorderly  apartments,  fences,  gambling  houses  and  disorderly 
saloons,  etc. ;  the  number  and  location  of  places  of  this  character  reported 
and  suppressed ;  the  number  of  hours  consumed  by  police  officers  in  court, 
showing  whether  the  time  was  taken  from  their  regular  tour  of  duty  or  from 
their  time  off;  the  number  and  names  of  officers  detailed  to  duties  other  than 
police  service ;  changes  made  in  patrol  posts  during  the  week,  showing  new 
posts  established,  special  posts  created,  posts  lengthened  or  shortened,  etc. ; 
the  strength  of  the  force  by  functional  groups,  such  as  foot  patrol,  mounted 
patrol,  bicycle,  motorcycle;  complaints  received  during  the  week  against 
members  of  the  force,  and  such  other  information  as  would  be  of  value  to 
the  commissioners  in  advising  and  directing  the  affairs  of  the  department. 

Consolidated  Monthly  Report  Should  Be  Filed 

All  of  the  information  contained  in  the  weekly  reports  should  be  consoli- 
dated and  filed  in  a  monthly  report  which  would  show  all  of  this  information 
on  a  comparative  basis,  comparing  the  current  month  with  the  previous  year, 
and  the  present  year  to  date  with  the  previous  year  to  date. 

Detective  Bureau  Should  File  Special  Report 

The  board  should  receive  from  the  head  of  the  detective  bureau  a  weekly 
report  in  addition  to  the  department  consolidated  report,  describing  the  suc- 
cess of  the  detective  force  in  the  investigation  of  complaints.  These  reports 
should  be  made  upon  specially  provided  forms,  having  printed  headings 
calling  for  detailed  information. 
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Delinquent  Policemen  Should  Be  Tried  at  Special  Meetings 

Pending  the  amendment  to  the  charter,  it  would  be  more  efficient  if  the 
trials  of  delinquent  policemen  were  held  at  special  meetings  at  which  no  other 
business  of  the  board  was  transacted.  These  trials  should  be  held  in  public, 
as  at  present.  The  recommendations  as  to  procedure  for  the  holding  of  trials 
will  be  found  in  the  section  of  this  report  entitled  "Trial  of  Delinquent 
Policemen". 

Positions  Which  Should  Be  Abolished 

For  the  maintenance  of  the  records  of  the  board  and  the  correspondence 
of  the  commissioners,  a  stenographer  who  receives  $1,800  a  year  and  a  secre- 
tary who  receives  $1,600  a  year  are  employed. 

The  police  commissioners  constitute  the  pension  board,  and  as  such  meet 
quarterly  to  grant  pensions  and  attend  to  other  business  with  relation  to  the 
administration  of  the  pension  fund.  For  the  maintenance  of  the  pension  rec- 
ords, a  stenographer  is  employed  who  receives  $600  a  year,  or  $150  for  each 
of  the  quarterly  sessions  of  the  board.  All  three  of  these  positions  are  pro- 
vided for  by  charter. 

The  charter  provides  that  the  board  "shall  appoint  a  secretary  who  shall 
receive  an  annual  salary  of  $1,500".  The  present  incumbent  of  this  position 
is  a  sergeant  of  police  detailed  to  serve  as  secretary  at  a  salary  of  $1,680  a 
year.  He  was  originally  appointed  a  patrolman  as  a  result  of  a  civil  service 
competitive  examination.  He  was  subsequently  appointed  secretary  to  the 
board,  taking  a  leave  of  absence  from  the  uniformed  force.  While  serving  as 
secretary,  he  was  permitted  to  enter  promotion  examinations  within  the  police 
department,  finally  being  appointed  as  sergeant.  He  was  then  detailed  as 
sergeant  to  serve  as  secretary  to  the  board.  Aside  from  the  minutes  of  the 
meetings  of  the  board,  which  are  typewritten  by  the  stenographer  and  main- 
tained by  the  secretary,  all  the  records  of  the  department  are  maintained 
under  the  supervision  of  the  chief  in  the  various  bureaus  of  the  police  depart- 
ment. Whether  or  not  the  charter  is  amended  to  effect  the  abolition  of  the 
board,  these  positions  should  be  abolished  at  once,  since  there  is  not  sufficient 
work  to  warrant  the  employment  of  these  three  employees  and  the  work 
that  they  now  do  should  be  performed  by  employees  in  the  office  of  the  chief 
and  in  the  general  offices  of  the  department. 

All  of  the  records  of  the  department  should  be  maintained  and  filed  in 
a  central  record  and  filing  division,  the  establishment  of  which  will  be  found 
recommended  in  a  subsequent  section  of  this  report  entitled  "Eecords  and 
Reports". 

The  Chief  Is  the  Executive  Head 

The  executive  head  of  the  force  is  the  chief,  who  is  appointed  by  the 
commissioners  for  a  term  of  four  years  at  a  salary  of  $4,000  per  year.     His 
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powers  are  fixed  by  charter  and  include,  "the  control,  management  and  direc- 
tion of  all  members  of  the  department  in  the  lawful  exercise  of  his  functions, 
with  full  power  to  detail  any  of  them  to  such  service  as  he  may  direct,  and 
with  like  power  to  suspend  temporarily  any  member  of  the  department". 
He  is  likewise  given  control  over  such  prisons  of  the  city  and  county  as  ari 
not  placed  by  the  general  law  under  the  control  of  the  sheriff. 

While  the  chief  is  appointed  for  a  term  of  four  years  and  is  removable 
only  after  a  trial  upon  charges  by  the  board  of  commissioners,  he  is  never- 
theless not  protected  against  arbitrary  removal  for  political  reasons,  nor  doed 
the  charter  require  that  he  shall  be  selected  upon  the  basis  of  merit,  the 
position  not  being  included  in  the  civil  service  grades.  Moreover,  under  the 
present  plan,  it  is  only  fair  to  assume  that  the  term  of  office  of  the  chief  of 
police  will  terminate  with  each  change  of  administration.  During  the  past 
sixteen  years  there  have  been  eight  changes  in  the  administration  of  the  police 
department,  thus  making  the  average  term  of  each  of  these  eight  chiefs,  two 
years.     The  length  of  the  term  of  each  of  these  chiefs  was  as  follows: 

From  To 

Chief  Sullivan    1900  1901 

Chief  Whitman    1901  1905 

Chief  Biggy    1907  1908 

Chief   Cook    1908  1910 

Chief    Martin    Jan.  27, 1910  Oct,      3, 1910 

Chief    Seymour    Oct,     3,  1910  June  15, 1911 

Chief  White    June  15, 1911  Date 

The  appointment  of  a  new  chief  is  invariably  followed  by  changes  in 
administrative  policy  and  in  the  assignment  of  officers  of  the  department 
and  of  details  to  special  duties. 

The  practice  of  frequently  changing  the  personnel  of  the  administrative 
and  executive  forces  in  police  work  is  continued  in  most  cities  because  of  the 
desire  of  the  political  bosses  to  continue  their  control  over  this  branch  of  the 
municipal  government.  That  this  is  true  may  be  demonstrated  by  the  fact 
that  in  many  municipalities  the  personnel  of  the  administrative  officials  is 
changed  almost  automatically  with  each  change  in  the  political  management 
of  the  city  without  regard  to  the  efficiency  of  these  officials.  Moreover,  in 
some  communities,  it  is  still  the  practice  to  change  the  personnel  of  almost 
the  entire  force,  including  patrolmen,  as  changes  in  the  political  control  of 
the  city  occur. 

There  are  students  of  government,  however,  who  are  opposed  to  the  plan 
of  surrounding  the  head  of  a  police  force  with  security  of  tenure  for  an 
indefinite  period,  fearing  that  if  the  official  proved  dishonest  or  inefficient, 
it  would  be  extremely  difficult  to  cause  his  removal.  But,  if  the  statutes  and 
civil  service  regulations  were  properly  drafted,  it  would  be  no  more  difficult  to 
remove  a  dishonest  or  inefficient  police  chief  than  to  remove  any  other  official 
of  the  city  government. 
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Recenl  studies  in  police  science  seem  to  indicate  that,  in  many  respects, 
police  service  in  the  large  European  cities  excels  in  efficiency  the  police  service 
in  American  cities.  Thai  this  is  possible  is  due  principally  to  the  fact  thai 
police  work  in  Europe  is  regarded  as  a  science,  ami  those  who  are  in  command 
and  control  of  the  service  receive  special  training  for  the  work,  frequently 
covering  years  of  study,  at  the  conclusion  of  which  a  career  for  life  is  offered 
to  them;  while  in  the  large  cities  of  the  United  States,  the  chief  of  police  or 
the  administrative  head,  whatever  may  be  Ins  title,  is  frequently  selected 
without  regard  t<»  his  previous  training,  and  the  Length  of  his  service  depends 
upon  his  ability  to  maintain  political  affiliations  which  will  be  powerful 
enough  to  continue  him  in  office. 

Therefore,  it  is  recommended  thai  the  charter  be  amended  so  as  to  provide 
that  the  chief  of  police  shall  be  appointed  as  a  result  of  a  competitive  civil 
service  examination,  and  in  accordance  with  civil  service  rules  and  regula- 
tions. The  examination  should  not  be  confined  to  members  of  the  police 
department,  but  present  members  taking  the  examination  should  be  given  a 
rating  for  their  experience  in  the  service.  The  civil  service  rules  and  regu- 
lations should  make  the  arbitrary  removal  of  the  chief  impossible.  He  should 
be  permitted  to  continue  in  office  as  Long  as  he  remains  efficient  and  performs 
his  duties  conscientiously  and  with  proper  regard  for  the  law.  In  order  to 
prevent  the  arbitrary  removal  of  the  chief  for  political  or  other  reasons,  the 
charter  should  provide  that,  upon  removal  by  the  board,  he  would  have  the 
right  to  secure  a  review  of  his  case  by  a  court  of  record. 

Civilian  Aid  to  Chief 

For  conducting  investigations  and  aiding  him  in  his  work,  the  chief  em- 
ploys a  confidential  secretary,  who  serves  as  civilian  aid  and  receives  a  salary 
of  $2,400  a  year.  This  plan  is  in  accordance  with  good  practice,  and  the 
services  rendered  by  this  employee  are  effective.  However,  if  the  charter  is 
amended  so  as  to  provide  for  a  single  commissioner  serving  full  time,  the 
civilian  aid  should  be  attached  to  the  office  of  the  commissioner  and  should 
work  directly  under  him. 

Information  Furnished  Chief  Not  Compiled  Properly 

While  an  examination  of  the  reporting  system  makes  it  evident  that  the 
chief  is  desirous  of  having  proper  information  recorded  regarding  police 
activities  and  crime  conditions,  it  is  nevertheless  a  fact  that  the  manner  in 
which  this  information  reaches  him  is  such  as  to  make  prompt  review  and 
proper  control  impossible.  The  chief  receives  daily  a  vast  number  of  indi- 
vidual reports  upon  complaints  received  and  arrests  made,  and  a  daily  con- 
solidated report  showdng  the  strength  of  the  force  for  each  twenty-four  hours, 
but,  in  order  for  the  chief  to  ascertain  the  crime  conditions  according  to  this 
plan,  he  would  have  to  devote  his  entire  time  to  reviewing  these  individual 
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reports.    Even  after  he  had  read  all  of  these  reports,  he  would  then  have  only 
a  picture  of  the  current  happenings,  and  he  would  not  be  informed  of  the 

success  of  the  department  in  the  investigation   of  complaints. 

The  information  which  the  chief  receives  concerning  the  activities  of  the 
detective  bureau,  representing  the  most  important  functions  of  the  service, 
is  practically  valueless  as  a  guide  in  directing  the  work  of  this  branch.  Not 
only  do  these  reports  fail  to  disclose  the  success  or  failure  of  the  detectives 
in  the  investigation  of  complaints,  but  what  is  even  more  serious,  they  furnish 
no  information  as  to  the  manner  in  which  the  detectives  conduct  their  investi- 
gations, thus  affording  the  chief  no  opportunity  for  determining  the  efficiency 
of  the  men. 

In  fairness  to  the  chief,  it  must  be  stated  that  he  recently  secured  an  appro- 
priation from  the  board  of  supervisors  for  the  establishment  of  a  detailed 
reporting  system,  and  plans  were  being  perfected  for  the  installation  of  this 
system  during  the  course  of  the  survey.  That  the  installation  was  delayed 
was  due  to  the  fact  that  the  chief  desired  to  obtain  the  recommendations 
contained  in  this  report  to  aid  him  in  the  establishment  of  this  system. 

It  is,  therefore,  recommended  that  the  chief  inaugurate  a  system  of  reports 
in  accordance  with  the  recommendations  contained  in  the  section  of  this  report 
entitled  "Records  and  Reports".  It  provides  for  a  complete  and  compre- 
hensive daily  consolidated  report  which  should  reach  the  chief's  desk  not 
later  than  10  a.  m.  Each  district  commander  and  the  head  of  each  branch 
of  the  service  should  be  required  to  file  a  daily  report  on  specially  printed 
forms  which  would  have  headings  calling  for  detailed  and  complete  informa- 
tion during  each  twenty-four  hours.  The  daily  consolidated  report  should  be 
compiled  from  the  information  contained  on  these  district  reports.  The 
weekly  report  for  the  board  of  commissioners  should  consist  of  a  recapitula- 
tion and  summary  of  the  information  contained  on  the  daily  consolidated 
reports. 

Captain  of  Detectives  Next  in  Command  to  Chief 

Next  in  command  to  the  chief  is  the  captain  of  detectives.  This  position 
is  established  by  charter.  The  captain  of  detectives  is  in  immediate  charge 
of  the  detective  bureau,  and  in  the  absence  of  the  chief,  takes  command  of 
the  department.  He  is  paid  an  annual  salary  of  $3,000,  which  is  $600  per  year 
more  than  the  salary  paid  to  the  captains  of  police.  The  charter  empowers 
the  chief  to  select  the  head  of  the  detective  division  from  among  the  several 
captains.  While  it  is  in  accordance  with  good  practice  to  permit  the  chief 
to  designate  the  head  of  the  detective  division,  he  should  not  be  limited  to  any 
small  group  of  officers,  but  he  should  have  the  entire  force  from  which  to 
make  the  selection,  thereby  securing  the  one  man  in  the  entire  service  best 
fitted  for  this  work. 
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Captains  Should  Not  Be  Required  to  Attend  Board  Meetings 

The  city  is  divided  into  ten  police  districts  and  a  captain  of  police  is 
assigned  in  charge  of  each  of  these  districts.  The  captains  are  selected  by 
promotional  examination  from  among  t lie  sergeants  and  receive  an  annual 
salary  of  $2,400  a  year.  In  addition  to  the  ten  captains  who  are  detailed  in 
charge  of  districts,  there  are  two  members  of  the  department  serving  respec- 
tively as  property  clerk  and  chief  clerk,  who  are  given  the  rank  and  salary 
of  captains  by  charter  provision.  The  chief  clerk  was  selected  from  among 
the  lieutenants,   while  the  property  clerk  was  selected  from  the  patrol  force. 

It  is  recommended  that  the  charter  be  amended  so  as  to  provide  that  both 
the  position  of  chief  clerk  and  property  clerk   he  tilled   by   civilian  employees. 

At  each  meeting  of  the  board  all  of  the  captains  are  required  to  be  present, 
the  theory  being  that  by  so  doing  they  will  be  able  to  advise  the  board  with 
reference  to  applications  for  permits  or  charges  against  licensed  premises. 
The  captains  should  not  he  required  to  attend  the  weekly  meetings  of  the 
hoard,  except  when  there  is  some  matter  with  reference  to  their  respective 
districts  to  be  discussed,  or  when  it  is  important  for  some  particular  reason. 
In  connection  with  permits,  they  should  be  required  to  make  detailed  written 
reports,  and  these  reports  should  be  sufficiently  explicit  to  serve  the  board, 
except  in  the  event  of  a  hearing  on  charges,  in  which  case  only  the  captain 
in  whose  district  the  premises  are  located  should  be  subpoenaed.  This  recom- 
mendation is  made  in  order  that  the  captains  shall  be  free  to  patrol  their 
districts  and  supervise  the  force  without  unnecessary  interruptions. 

The  captains  are  aided  by  lieutenants,  of  whom  there  are  eighteen.  The 
lieutenants  are  selected  by  promotional  examination  from  the  rank  of  sergeant 
and  receive  an  annual  salary  of  $1,920.  Of  the  eighteen  lieutenants,  thirteen 
are  assigned  to  police  districts  and  aid  in  the  supervision  of  the  sergeants  and 
the  patrol  force.  Two  are  detailed  as  supervising  officers  in  the  detective 
bureau  and  three  are  performing  clerical  service  at  police  headquarters. 

Plain-Clothes  Patrolmen  Assigned  to  Captains  Should  Be 
Under  Supervision  of  Detective  Bureau 

The  captain  of  each  district  is  empowered  to  detail  two  members  of  his 
command  to  duty  in  plain  clothes  for  the  purpose  of  investigating  complaints 
and  performing  minor  detective  functions.  For  reasons  that  will  be  fully 
explained  in  the  section  of  this  report  entitled  "Detective  Bureau",  these 
plain-clothes  policemen  should  be  junior  detectives  serving  under  the  direct 
supervision  and  control  of  the  head  of  the  detective  bureau. 

Sergeants  and  Corporals  Supervise  Patrol 

For  the  supervision  of  the  patrol  force  and  the  maintenance  of  the  records 
at  the  police  stations,  there  are  employed  72  sergeants  of  police,  each  of  whom 
receives  $1,680  a  year,  and  53  corporals,  who  are  paid  $1,560  a  year. 
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The  functions  of  the  sergeants  and  the  corporals  are  practically  identical 
and,  for  the  most  part,  consist  in  the  supervision  of  patrol.  Thus,  the  presen 
cost  of  supervising  a  total  of  750  patrolmen  is  $203,640  per  year.  Exclusive 
of  commanding  officers,  such  as  lieutenants  and  captains,  there  is  at  presen 
one  supervising  officer  (sergeant  or  corporal)  for  each  six  patrolmen.  Th< 
125  sergeants  and  corporals  are  assigned  to  duty  as  follows: 

Sergeants        Corporals 
To  the  supervision  of  patrol  and  the  maintenance 

of  station  house   records 59  44 

As  members  of  the  detective  service .••••.•  ^  ^ 

To  clerical  duties  at  headquarters  and  service  in 

public  offices  and  institutions 8  6 

To  the  traffic  squad   (in  charge) 1  1 

It  will  be  seen  that  there  are  60  sergeants  and  45  corporals  engaged  ii 
the  supervision  of  patrolmen  performing  strictly  police  functions,  while  11 
sergeants  and  8  corporals  are  serving  in  detailed  positions.  The  number  o 
supervising  officers  is  unnecessarily  large.  Aside  from  the  fact  that  22  o: 
these  officers  are  detailed  to  duties  other  than  the  supervision  of  patrol,  i 
practice  which  is  not  in  accordance  with  efficient  police  administration,  tht 
number  detailed  to  duty  at  the  police  districts  is  too  large,  and  the  mannei 
of  utilization  of  their  services  not  in  accordance  with  the  best  practice,  ii 
that  they  are  used  as  station  keepers  and  given  what  are  termed  "speeia 
station  details". 

Position  of  Corporal  Should  Be  Abolished 

Because  the  functions  of  the  sergeants  and  the  corporals  are  practical^ 
identical,  while  the  salary  of  a  corporal  is  $120  per  year  less  than  that  paid  * 
sergeant,  there  is  considerable  feeling  of  discontent  among  the  corporals.  Then 
is  no  need  for  maintaining  a  grade  or  rank  between  the  patrolman  and  ser 
geant,  and  it  would  be  conducive  to  efficiency  if  the  charter  were  amended  s< 
as  to  abolish  the  rank  of  corporal  and  promote  the  present  incumbents  of  tliesi 
positions  to  the  rank  of  sergeant. 

Number  of  Supervising  Officers  Should  Be  Reduced 

The  promotion  of  the  53  corporals  to  the  rank  of  sergeant  would  involv< 
an  additional  annual  expense  of  $6,360.  Since  the  number  of  officers  is  a 
present  excessive,  it  is  recommended  that  no  additional  promotions  be  mad< 
to  the  rank  of  corporal  or  sergeant  until  the  total  of  these  two  ranks  is  reducec 
to  100,  this  reduction  to  be  accomplished  by  refraining  from  filling  vacancie: 
as  they  occur.  By  combining  these  two  ranks  and  having  100  sergeants  instea( 
of  72  sergeants  and  53  corporals  (a  total  of  125  supervising  officers)  thert 
would  be  a  net  annual  saving  to  the  city  of  $35,640.  The  100  sergeants  shouk 
be  used  exclusively  for  the  supervision  of  patrol,  and  the  maintenance  o: 
records  at  the  police  stations.  This  would  allow  an  average  of  9  sergeant; 
to  each  police  district,  and  10  for  assignment  to  such  police  duties  as  the  chie 
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might  desire.  Police  duties,  however,  do  not  include  clerical  functions  at  police 
headquarters  or  at  public  offices.  An  average  of  9  officers  to  each  district 
would  allow  an  average  of  3  sergeants  for  desk  duty  and  6  for  patrol.  This 
would  mean  that  in  the  three  most  important  districts  there  could  be  a  larger 
number  of  patrol  sergeants  than  in  the  districts  having  a  smaller  number  of 
patrolmen. 

It  will  be  seen  than  under  this  plan  there  would  be  but  3  less  supervising 
officers  available  for  supervision  of  patrol  in  police  districts  than  at  present, 
provided  that  the  22  officers  who  are  now  engaged  in  the  performance  of 
duties  other  than  those  intended  to  be  performed  by  the  sergeants  and  cor- 
porals are  continued  in  those  positions. 

Supervising  Officers  Do  Not  Maintain  Proper  Discipline  on  Patrol  Posts 

That  the  discipline  maintained  on  the  patrol  posts  was  far  below  stand- 
ard was  apparent.  Patrolmen  loiter  unnecessarily  at  the  most  interesting 
points  upon  their  posts,  converse  with  freedom  and  for  long  intervals  with 
citizens  and  other  officers,  spend  considerably  more  time  in  the  saloons  and 
cafes  than  is  required  in  the  ordinary  routine  inspections,  and  are  not  dili- 
gent in  trying  doors.  That  the  policemen  are  not  alert  when  patrolling  their 
posts  and  that  the  discipline  maintained  is  below  standard  are  directly  clue 
to  the  failure  of  the  sergeants  and  the  corporals  to  enforce  the  rules,  and  to 
make  the  proper  observations  of  their  subordinates  on  patrol.  A  reading  of 
the  complaints  made  in  the  form  of  charges  against  patrolmen  to  the  board 
shows  that  there  were  fifty-six  complaints  made  during  the  fiscal  year  1915- 
1916.  Of  these  complaints  many  were  made  by  citizens,  and  almost  50  per 
cent  were  for  failing  to  suppress  gambling  complaints,  which  were  not  the 
direct  result  of  activities  of  the  patrol  sergeants  and  corporals.  If  the  record 
of  complaints  were  to  be  taken  as  an  indication  of  the  discipline  maintained, 
San  Francisco's  patrol  forces  would  appear  most  efficient,  but  the  lack  of 
discipline  in  the  patrol  force,  which  was  apparent  throughout  the  survey, 
proved  that  the  sergeants  are  not  efficient  in  their  supervision  of  the  patrol 
force  and  that  charges  are  only  made  for  overt  acts  of  a  serious  nature. 
Therefore,  it  is  recommended  that  the  chief  require  the  captains  and  lieu- 
tenants to  supervise  more  closely  the  work  of  the  sergeants  and  the  patrol 
force  with  a  view  to  maintaining  a  .higher  standard  of  discipline  on  the 
patrol  posts. 

Trial  of  Delinquent  Policemen 

Policemen  reported  for  delinquency  are  given  a  hearing  before  the  police 
aoard  in  accordance  with  charter  provisions  which  are  in  keeping  with  modern 
practice.  During  the  fiscal  year  1915-16,  there  were  sixty  complaints  made  to 
:he  board  in  the  form  of  charges  against  members  of  the  force. 

The  following  is  a  list  of  trials  before  the  board  of  police  commissions  for 
die  year  ending  June  30,  1916 : 
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Sergeants 
Offense  Charged  Disposition  by  Board 

Unofficerlike  conduct Charge  dismissed 

Failing  to  suppress  gambling 

Corporals 

Failing  to  suppress  gambling Pending 

Abusing  prisoner  Charge  dismissed 

Patrolnu  n 

Unofficerlike  conduct Charge  dismissed 

a  a  a  a         . 

Failing  to  report  for  duty Reprimanded 

Using  vulgar  language Charge  dismissed 

Failing  to  patrol  beat 

Disrespect  to  superior  officer Reprimanded 

Absent   from   duty 

Absent  without  leave Charge  dismissed 

Assaulting  prisoner    " 

a  n  nil 

1 1  1 1  i  i  1 1 

Intoxication    and   insubordination Fined  $25.00 

Failing  to  report  for  duty Reprimanded 

Failing  to  suppress  gambling Charge  dismissed 

Extortion 

Intoxication  and  neglect  of  duty Pined  $50.00 

Failing  to  suppress  gambling    Charge  dismissed 

it        1 1         a  1 1  1 1  n 

nail  a  a  a 

a  a  a  a  a  a 

Failing  to  report  for  duty Fined  $50.00 

Failing  to  suppress  gambling    Charge  dismissed 

una  a  . .  a 

ana  a  a  a 

a  a  a  a  a  a 

a  a  a  a  a  a 

a  a  ii  it  a  a 

Neglect  of  duty  and  failing  to  report  for  duty.  .  .  .  Fined  $100.00 

Intoxication    ' Fined  $120.00 

Accepting  a  bribe Dismissed  from  departme? 

Failing  to  pay  debts  and  unofficerlike  conduct.  ...        "  "  " 

Intoxication  and  unofficerlike  conduct Pending 

Absent  from  beat ( !harge  dismissed 

Leaving    city    without    permission,    and    unofficer- 
like  conduct    Fined  $50.00 

Failing  to  suppress  gambling    Charge  dismissed 

a  a  a  a  a  a 

a  a  a  a  lc  (l 

Fined   $100.00 

a  a  tt  a  a  a 

it  a  a  a  tl  tt 

it  a  a  a  <<  tt 

a  a  tt  tt  lt  i( 

Disobedience  of  orders Charge  dismissed 
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Offense    Charged  Disposition    by    Board 

Absent    from  duty Dismissed  from  department 

Neglecl  of  duty Charge  dismissed 

[ntoxication    Resigned  under  charges 

Failing  to  suppress  gambling Charge  dismissed 

Fined  $50.00 

..<<<<  <  <  <  <  «< 

Allowing  prisoner  to  escape Charge  dismissed 

Absence  from  duty    Reprimanded 


Unofficerlike  conduct  and  negled  of  duty Dismissed  from  department 

Using   vulgar    language Charge  dismissed 

[ntoxication  and  uegled  of  duty Fined  $120.00 

It  will  be  noticed  thai  of  the  <i<)  complaints  tried,  32,  or  more  than  50 
per  cent,  were  dismissed,  which  means  that  the  accused  were  found  not  guilty 
of  the  charges  made,  while  in  the  remaining  cases,  which  resulted  in  con- 
victions, 4  officers  were  dismissed  from  the  force  and  14  were  fined,  7  repri- 
manded, 1  resigned  while  under  charges  and  2  are  still  pending.  The  fines 
imposed  by  the  commissioners,  as  will  be  seen  from  the  table,  are  frequently 
so  large  as  not  only  to  work  a  hardship  on  the  patrolman  and  his  family, 
but  likewise  to  result  in  inefficient  service.  In  6  cases  patrolmen  were  fined 
$100,  while  in  2  cases  the  men  were  fined  $120.  These  amounts  are  deducted 
from  the  policeman's  following  pay-check.  In  the  case  of  $120  fines,  the 
policemen  receive  no  compensation  whatever  for  their  month's  service,  which 
means,  according  to  studies  made  of  the  home  conditions  of  policemen  in 
America,  policemen  must  go  into  debt  by  becoming  the  victims  of  "loan 
sharks",  or  appeal  to  their  political  friends  for  loans  In  both  cases  the 
policeman's  efficiency  is  necessarily  decreased,  and  the  police  service  is 
impaired.  It  has  frequently  been  contended  by  those  who  have  studied  police 
service  that  the  system  of  fining  is  a  poor  method  of  enforcing  discipline  and 
that  when  used  to  the  extent  of  depriving  the  employee  of  a  month's  salary 
is  conducive  not  only  to  inefficiency  but  only  too  often  to  corruption.  It  is 
also  contended  that  a  case  which  warrants  the  imposition  of  a  fine  which  will 
deprive  a  policeman  of  a  month's  salary  is  a  proper  case  for  dismissal  from 
the  force,  and  that  by  dismissing  the  policeman  under  such  circumstances, 
both  the  city  and  the  individual  dismissed  will  be  served.  It  is,  therefore, 
recommended  that  a  system  of  merits  and  demerits  be  installed  so  that 
demerits  rather  than  fines  will  be  applied  to  those  found  guilty  of  minor 
infractions  of  the  rules  and  that  in  cases  where  fines  are  imposed  they  be 
deducted  from  the  pay  of  the  delinquent  policeman  in  small  monthly  install- 
ments. The  charter  should  also  empower  the  commissioner  or  commissioners, 
within  their  discretion,  to  suspend  sentence  upon  policemen  convicted  for 
infractions  of  the  rules,  their  power  to  include  the  right  to  impose  upon  a 
policeman  whose  sentence  has  been  suspended,  such  punishments  as  they 
would  have  imposed  upon  subsequent  violation  of  the  rules  by  this  police- 
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man.     This  procedure  has  been  adopted  in  the  City  of  New  York  and  has 
proved  a  most  efficient  method  of  disciplining  delinquent  policemen. 

Appointments 

All  appointments  to  the  police  department  are  made  in  accordance  with 
civil  service  rules  and  regulations  and  as  a  result  of  competitive  examina 
tion.  Appointments  are  made  by  the  board  of  commissioners  in  the  ordei 
in  which  the  names  appear  on  the  civil  service  eligible  list.  The  civil  service 
eligible  list  remains  in  force  until  all  names  have  been  certified,  which  maj 
cover  a  period  of  three  or  four  years.  This  last  feature  has  been  abandonee 
as  defective  in  most  progressive  municipalities.  It  is,  therefore,  recommended 
that  all  eligible  lists  for  appointment  to  the  police  department  remain  in  force 
for  but  two  years. 

Age  Requirements  Should  Be  Changed 

Under  present  civil  service  rules,  the  minimum  age  for  appointment  tc 
the  police  department  is  21  and  the  maximum  35.  It  is  recommended,  ir 
order  to  secure  younger  men  for  police  service  and  as  protection  to  the  penJ 
sion  fund,  that  the  maximum  eligible  age  be  thirty  years  at  the  time  of 
appointment. 

Charter  Restriction  as  to  Length  of  Period  of 
Residence  Should  Be  Removed 

The  charter  requires  that  all  applicants  for  appointment  to  the  polic 
department  shall  have  resided  within  the  city  and  county  of  San  Francisco 
for  a  period  of  five  years.  Inasmuch  as  it  is,  and  should  be,  the  desire  of  tht| 
police  department  to  secure  men  best  fitted  for  the  service  regardless  of  then, 
place  of  residence,  the  theory  that  a  man  residing  within  the  city  for  fivtj 
years  will  be  better  acquainted  with  the  municipality,  its  streets  and  customs 
and  therefore  make  a  better  policeman,  is  not  based  upon  sound  logic,  since,  ii 
the  system  of  training  policemen  is  efficient  and  in  accordance  with  modera 
procedure,  it  will  make  little  or  no  difference  in  what  part  of  the  state  the 
recruit  has  resided. 


Method  of  Conducting  Character  Investigations  Should 
Be  Improved 


, 


.  While  all  applications  for  appointment  to  the  service  are  investigated  b 
superior  officers  of  the  department,  and  the  investigations  are  reported  upon 
in  writing,  it  is  nevertheless  suggested  that  the  procedure  could  be  improved 
by  adopting  the  plan  recommended  for  use  in  investigating  applicants  fori 
appointment  to  the  fire  department.  This  procedure  will  be  found  outlined 
in  the  report  relating  to  the  fire  service. 
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Physical  Examination  in  Accordance  With  Good  Practice 

All  applicants  are  given  a  thorough  physical  examination,  first,  by  the 
physicians  representing  the  civil  service  commisson  at  the  time  of  taking 
their  mental  tests,  second,  by  the  police  surgeon  at  the  time  of  being  ap- 
pointed on  probation,  and,  third,  at  the  end  of  their  probationary  period. 
The  civil  service  physical  examination  includes  an  athletic  test  and  the  gen- 
eral appearance  of  the  policemen  would  indicate  that  the  physical  require- 
ments are  adequate. 

Probationary  Period  Satisfactory 

All  recruits  are  required  to  serve  a  probationary  period  of  six  months, 
during  which  time  their  work  is  intelligently  reported  upon  by  their  com- 
manding officers.     This  is  in  accordance  with  good  practice. 

Training  of  Policemen 

No  Provision  Made  for  Adequate  Training  of  Policemen 

The  patrolmen  when  appointed  are  immediately  assigned  to  police  dis- 
tricts. During  their  first  two  weeks  of  service  they  patrol  in  company  with 
an  experienced  patrolman  who  is  expected  to  furnish  the  recruit  with  instruc- 
tion in  police  duties,  rules  and  regulations  and  procedure.  The  captain  is 
likewise  supposed  to  advise  the  recruit  and  to  supervise  the  instruction  he 
receives  from  the  patrolman  with  whom  the  recruit  works.  In  addition  to 
this,  the  recruit  is  given  instruction  in  the  handling  and  care  of  the  revolver 
and  target  practice  at  police  headquarters.  This  instruction  is  given  by  the 
sergeant  of  police  in  charge  of  the  rifle  range.  At  the  end  of  two  weeks,  the 
recruit  is  given  a  regular  post  and  is  supposed  to  be  sufficiently  well  trained 
to  perform  regular  service. 

Of  course,  this  system,  which  is  perhaps  the  oldest  method  of  training 
policemen  in  use  and  which  is  based  upon  the  ancient  police  theory  that 
experience  is  the  best  teacher,  does  not  furnish  the  recruit  with  adequate 
training.  While  two  weeks'  patrol  with  an  older  officer,  who  received  merely 
the  same  kind  of  training  at  the  time  of  his  appointment,  might  serve  to  give 
the  newly  appointed  patrolman  a  little  confidence  in  himself  and  perhaps  a 
little  courage,  it  certainly  does  not  prepare  him  for  the  intelligent  perform- 
ance of  his  duties.  Thus,  it  may  be  said  that  no  provision  is  made  for  prop- 
erly training  the  patrolman,  and  to  this  lack  of  training  may  be  attributed 
the  low  standard  of  discipline  maintained  and  the  generally  poor  results 
obtained  by  the  members  of  the  detective  bureau. 

Nothing  tends  more  to  police  inefficiency  than  lack  of  training.  Cer- 
tainly the  patrolman  is  not  given  the  best  opportunity  to  acquire  a  proper 
knowledge  of  the  duties  required  of  him  simply  by  holding  him  strictly  to 
account  for  his  shortcomings.  It  is  surely  unreasonable  to  expect  the  patrol- 
man to  enforce  laws  and  ordinances  unless  he  has  at  least  some  idea  of  what 
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the  laws  and  ordinances  are.  The  policeman  who  has  not  received  any  trai 
ing  in  court  procedure  and  in  instructions  as  to  how  to  conduct  himself  in 
court  can  hardly  be  expected  to  present  evidence  to  the  court  in  such  a  man- 
ner as  to  obtain  the  desired  results.  In  no  respect  is  the  policeman  of 
America  so  handicapped  in  comparison  with  the  policeman  of  Europe  as  in 
the  lack  of  scientific  training. 

In  San  Francisco,  as  in  most  cities  where  the  training  is  inadequate,  an 
erroneous  idea  has  developed  as  to  the  proper  duties  of  patrolmen.  In  many 
European  cities  where  proper  methods  of  training  are  now  in  use,  the  police! 
officer  and  the  citizen  recognize  that  a  policeman  is  not  merely  a  peace  officer 
or  watchman,  but  that  he  is  also  a  factor  in  carrying  out  the  social  service! 
program  of  the  municipality.  It  is  just  as  essential  that  a  police  officer  be 
trained  to  a  thorough  understanding  of  his  functions  as  it  is  that  he  shall 
know  the  laws  and  ordinances.  One  has  only  to  examine  the  records  of  the 
department  showing  the  previous  occupations  of  the  policemen  of  the  cityi 
and  the  fields  of  labor  from  which  they  have  been  drafted  to  appreciate  that 
two  weeks  of  unsupervised,  informal  instruction  is  not  sufficient  to  prepare 
these  men  for  police  service.  Too  much  stress  cannot  be  laid  upon  the  need 
for  the  scientific  training  of  the  policeman. 

Training  School  for  Police  Service 

It  is,  therefore,  recommended  that  the  members  of  the  force  be  given, 
proper  training  for  their  work.  Instructions  should  not  only  be  given  to 
recruits,  but  to  all  members  of  the  force.  This  can  be  done  only  by  establish- 
ing a  training  school  for  police  service.  In  the  various  police  station* 
throughout  the  city  there  are  ample  spare  rooms  to  provide  for  the  main 
tenance  of  a  school. 

The  school  should  be  under  the  charge  of  an  experienced  instructor  as 
sisted  by  a  drill  master.  The  school  should  be  used  to  determine  fitness  foi 
police  duty,  as  well  as  for  the  instruction  of  the  force.  The  course  should 
include  continuous  instruction  for  a  period  of  from  30  to  90  days  in  the  fol 
lowing: 

Field  work. 

First  aid  to  the  injured. 

English  and  report  writing. 

Ethics  in  conduct. 

Practical  civics. 

Sharpening  powers  of  observation. 

Possibilities  for  social  service  work  by  policemen. 

The  powers  and  duties  of  a  policeman. 

The  rules  and  regulations  of  the  department. 

The  general  laws  of  the  state  and  the  ordinances  of  the  city. 

Pistol  practice  and  the  care  of  the  pistol. 

The  humane  handling  of  prisoners. 

Criminal  identification  methods. 

The  elemental  rules  of  evidence. 

Court  procedure. 
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Probationary  Patrolmen  Should  Be  Assigned  to  Work  With 
Specially  Selected  Policemen 

During  the  course  of  study  a1  the  school,  the  recruit  should  be  given  con- 
siderable field  experience  by  assignmenl  to  duties  in  different  sections  of  the 
city  with  specially  selected  policemen.  Recruits  are  at  present  assigned  to 
duty  with  older  policemen,  but  these  policemen  are  not  selected  for  their 
special  fitness  as  instructors,  bu1  rather  because  of  their  years  of  service  and, 
moreover,  the  recruit  accompanies  only  one  policeman  during  the  two  weeks 
of  training.  By  assigning  him  to  different  sections  of  the  city,  and  with  dif- 
ferent policemen,  he  would  be  subjected  to  a  variety  of  police  experience. 
The  recruil  should  be  required  to  report  in  writing  to  the  head  of  the  school 
upon  Ids  experience  in  the  Held  and  each  report  should  receive  a  rating. 

In  the  classes   for  older   policemen,  care  should   be  taken  to  obtain  and 

review    reports   made   by   these   policemen   in   the   course   of  their  work   and 

tain   from   them   the   errors   made.      Without   humiliating  these   officers, 

their  errors  should  be  corrected,  and  they  should  be  guarded  against  future 

mistakes. 

Course  Should  Include  Training  for  Detective  Work 

In  no  branch  of  police  work  is  scientific  training  more  essential  to  effi- 
ciency than  in  detective  work.  In  no  branch  of  the  police  department  of  San 
Francisco  is  the  need  for  training  more  apparent  than  in  the  detective  bureau. 
A  glance  at  the  table  showing  the  results  obtained  in  the  investigation  of 
crime  complaints  by  detectives,  contained  in  the  section  of  this  report  en- 
titled "Detective  Bureau",  showing  that  no  results  at  all  were  obtained  in 
almost  80  per  cent  of  the  complaints  investigated,  will  be  sufficient  to  demon- 
strate the  lack  of  training. 

It  is  now  recognized  that  as  criminals  specialize  in  their  work  and  become 
more  scientific  in  their  methods  to  defeat  the  policeman,  the  need  for  speciali- 
zation and  scientific  training  of  detectives  becomes  more  imperative.  Because 
of  the  skill  with  which  criminals  of  today  operate,  a  city  can  no  longer  hope 
to  safeguard  its  citizens  through  the  use  of  the  old  type  plain-clothes  man, 
whose  claim  to  assignment  for  detective  work  was  political  influence.  The 
detective  must  be  more  than  a  patrolman  without  a  uniform. 

The  members  of  the  detective  bureau  in  San  Francisco  receive  no  training 
whatever  other  than  that  received  during  their  first  two  weeks  as  recruits 
n  the  police  department.  While  it  is  important  for  the  policeman  to  know 
how  to  apprehend  a  criminal,  it  is  just  as  important  for  him  to  understand 
•vhat  evidence  is  necessary  to  secure  a  conviction,  how  to  prepare  his  case 
tor  court,  how  to  obtain  a  confession  in  such  a  manner  as  to  make  it  admis- 
sible as  evidence,  how  to  preserve  evidence,  how  to  make  memoranda  at  the 
:inie  of  arrest  which  will  be  admissible  as  evidence,  and  how  to  examine  pris- 
mers.  In  homicide  cases  this  is  particularly  important.  "Without  such  train- 
ng  neither  a  policeman  nor  a  detective  can  perform  efficient  service. 
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It  is  a  frequent  error  to  disregard  the  importance  of  the  uniformed  patrol- 
man in  connection  with  the  apprehension  of  criminals  and  the  detection  of 
crime,  the  belief  being  that  such  work  is  primarily  detective  work.  Hence, 
the  patrolman's  education  in  criminology  and  in  methods  of  criminal  identifi- 
cation is  neglected.  Instead  of  regarding  every  policeman  as  a  detective, 
most  departments  regard  their  patrolmen  merely  as  watchmen.  Through  this 
mistake,  according  to  the  experience  of  police  officers  all  over  this  country, 
the  blunders  of  the  untrained  uniformed  policeman  who  first  arrived  at  the 
scene  of  a  crime  have  often  resulted  in  the  failure  either  to  catch  the  crim- 
inal or  to  make  possible  his  conviction  after  arrest.  Therefore,  it  is  urged 
that  every  member  of  the  force  be  given  adequate  training  so  that  all  will 
be  qualified  to  perform  detective  duties. 

Court  Should  Be  Used  as  Laboratory 

The  conduct  of  the  policeman  in  court  should  be  carefully  observed  by 
superior  officers.  Their  deficiencies  in  the  presentation  of  cases  in  court 
should  be  noted,  and  officers  especially  deficient  should  be  required  to  devote 
additional  time  to  study  in  the  school.  The  classes  should  occasionally  be 
taken  to  listen  to  the  trial  of  cases  in  the  superior  courts  and  to  the  police 
court  hearings.  In  order  that  the  policemen  may  become  familiar  with  their 
part  in  court  procedure,  moot  courts  should  be  held  and  the  officers  required 
to  prepare  cases  and  to  testify.  Members  of  the  district  attorney's  staff  and 
the  judges  of  the  superior  courts  would  unquestionably  be  willing  to  assist 
in  the  conduct  of  these  moot  courts. 

Members  of  the  Force  Should  Have  Printed  Instructions 
as  to  Procedure  in  Homicide  Cases 

The  district  attorney  should  be  requested  to  prepare  a  set  of  instructions 
as  to  the  procedure  necessary  in  obtaining  evidence  in  homicide  cases,  includ- 
ing :  preserving  evidence,  examining  prisoners  while  in  custody  of  the  police- 
men, obtaining  statements  from  witnesses,  recording  of  information,  state- 
ments, or  confessions  of  prisoners  apprehended  in  connection  with  the  crime, 
etc.  These  instructions  should  be  printed  and  a  cop}'  furnished  to  each 
member  of  the  force.  They  should  be  prepared  in  such  a  manner  as  to 
enable  the  policeman  to  cany  the  instructions  in  his  loose-leaf  memorandum 
book,  to  serve  as  a  guide  to  him  in  the  investigation  of  such  cases.  That 
such  instructions  are  necessary  was  fully  demonstrated  by  an  examination 
of  the  reports  on  file  in  homicide  cases.  These  showed  clearly  that  no  uni- 
form ruling  was  followed  by  the  officers  in  the  manner  of  reporting  the 
information  and  some  were  so  wholly  lacking  in  detailed  information  as  to 
be  valueless  as  an  aid  to  investigation  and  useless  even  for  statistical  pur- 
poses. 

Lectures  by  City  Officials 

For  the  purpose  of  minimizing  the  cost  of  conducting  the  training  school 
and   increasing  its   efficiency,   city   officers   competent   to   instruct    the   polid 
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should  be  requested  to  lecture  in  the  schools.  The  lectures  on  first  aid  to 
the  injured  should  be  given  by  the  police  surgeon.  The  district  attorney 
should  be  requested  to  assign  an  assistant  to  Lecture  on  court  procedure  and 
the  rules  of  evidence.  The  Bertillon  operator  should  be  sufficiently  compe- 
tent to  lecture  on  methods  of  criminal  identification  and  to  give  practical 
demonstrations  in  the  taking  and  recording  of  Bertillon  measurements,  ob- 
serving facial  characteristics  of  criminals,  taking  and  classifying  fingerprints, 
protecting  against  erasure  of  fingerprints  at  the  scene  of  crime,  and  photo- 
graphing fingerprints.  One  of  the  officers  of  the  National  Guard  should  be 
assigned  to  conduct  military  drills.  The  health  commission  should  assign  a 
doctor  to  lecture  upon  health  ordinances  and  the  manner  in  which  they 
should  be  enforced.  The  city  attorney  should  be  requested  to  lecture  upon 
the  ordinances  and  the  manner  of  enforcing  them,  and.  the  different  public 
officers  should  be  requested  to  instruct  the  patrolmen  how  to  make  observa- 
tions and  reports  concerning  any  street  conditions  which  should  be  called  to 
the  attention  of  any  other  city  departments. 

Written  Tests  Should  Be  Conducted 

At  the  conclusion  of  each  course  of  lectures,  a  written  test  should  be  con- 
ducted, and  the  ratings  obtained  by  the  patrolmen  in  these  tests  should  be 
given  consideration  in  determining  their  efficiency  records. 

The  instructor  in  charge  of  the  school  should  submit  a  written  report  to 
the  chief  as  to  the  efficiency  shown  by  the  recruits  during  the  course  of  their 
instruction.  This  report  should  be  based  upon  the  results  of  written  tests 
and  of  observations  of  patrolmen  in  the  field.  Upon  these  reports  the  com- 
mission should  rely  for  information  as  to  the  advisability  of  making  final 
•appointments. 

Promotion 

All  promotions  are  made  as  a  result  of  competitive  civil  service  examina- 
ion.  Six  months'  service  in  any  rank,  which  is  the  probationary  period, 
nakes  a  member  eligible  to  enter  promotional  examinations  for  the  next 
ligher  rank.  While  it  is  in  accordance  with  good  practice  to  enable  espe- 
cially efficient  members  of  a  police  service  to  secure  promotion  to  the  higher 
•anks  early  in  their  career,  it  would  be  much  wiser  to  require  one  year  of 
service  in  each  rank  before  they  may  enter  promotional  examinations.  No 
efficiency  records  are  maintained,  but  special  weights  are  allowed  by  the 
iivil  service  commission  in  promotional  tests  as  awards  for  special  meri- 
orious  service.  For  the  purpose  of  determining  which  members  of  the 
lepartment  should  be  recommended  for  consideration  by  the  civil  service 
•ommissioner,  there  is  a  board  of  merit  consisting  of  three  captains  of  police. 
This  board  awards  departmental  recognition  to  members  of  the  force  having 
)erformed  either  an  heroic  act  involving  a  risk  of  life  or  some  especially  effi- 
ient  police  service.  The  civil  service  commission  acts  upon  the  recommenda- 
ion  of  this  board. 
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It  is  recommended  that  the  personnel  of  the  merit  board  be  changed  so 
as  to  include  only  the  chief  of  police,  a  member  of  the  civil  service  commis- 
sion and  a  commissioner  of  safety  or  the  president  of  the  police  board.  This 
recommendation  is  made  principally  because  it  is  felt,  judgging  from  expe- 
rience in  other  cities,  that  the  members  of  the  force  would  be  better  satis- 
fied with  the  rulings. 

The  membership  in  the  merit  board  of  a  representative  of  the  civil  serv- 
ice commission  would  make  unnecessary  any  further  detailed  investigations 
of  the  findings  of  the  merit  board  by  the  civil  service  commission,  which  now 
investigates  the  findings. 

Medals  Should  Be  Awarded  for  Best  Suggestions 

To  encourage  policemen  to  study  police  procedure  and  to  keep  alive  their 
interest  in  the  development  of  the  system,  it  is  suggested  that  policemen  be 
invited  to  make  suggestions  to  the  police  commission  as  to  important  methods 
of  procedure.  To  the  policeman  making  the  most  practical  suggestion  for 
the  improvement  of  the  service,  the  merit  board  should  award  a  medal 
annually,  and  the  recipients  of  the  medals  should  be  given  special  credit  by 
the  civil  service  commission  in  promotional  tests. 

Efficiency  Records  Should  Be  Installed 

It  is  recommended  that  the  civil  service  commission  require  the  police 
department  to  install  a  proper  system  of  efficiency  records  which  will  truly 
describe  the  quality  of  the  work  performed  by  the  policemen,  and,  in  pro- 
motional tests,  that  the  policemen  be  given  ratings  in  accordance  with  the 
efficiency  of  the  service  performed  by  them.  Such  a  record  should  be  based 
upon  a  merit  and  demerit  system,  compiled  quarterly.  Through  such  a  sys- 
tem, it  will  be  possible  to  reward  policemen  for  special  diligence  and  energy 
displayed  by  them  in  their  work  and  to  discipline  delinquent  policemen  with- 
out taking  from  them  a  part  of  their  salary  in  fines. 

Surgical  Division 

The  police  department  employs  a  surgeon  at  a  salary  of  $1500  per  year. 
His  duties  as  defined  by  the  Manual  of  Rules  of  the  department  are  as  fol- 
lows: 

To  visit  the  chief  clerk  daily  and  receive  reports  of  all  sick  and 
disabled  members  of  the  department,  and  to  make  a  full  investigation 
of  all  cases,  and  to  render  a  complete  report  on  all  cases  while  they 
are  under  his  observation; 

To  order  the  return  to  duty  of  members  of  the  department  on  leave 
as  sick  or  disabled  as  soon  as  their  condition  warrants  it ; 

To  examine  all  candidates  for  probationary  appointment  and  to 
report  upon  their  physical  fitness  at  the  end  of  the  probationary 
period ; 

To  report  to  the  chief  of  police  any  member  of  the  department 
who  becomes  incapacitated  by  reason  of  his  own  improper  conduct. 
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Thus,  it  will  be  seen  thai  the  duties  of  the  surgeon  are  for  the  most  part 
those  of  a  disciplinarian.  While  the  rules  require  that  he  shall  "investigate" 
all  cases  and  render  a  complete  report  upon  them,  the  procedure  in  effect 
does  not  conform  to  these  requirements. 

A  member  of  the  force  who  desires  to  he  excused  from  duty  because  of 
illness  communicates  with  Ins  commanding  officer  by  telephone  or  messenger. 
The  captain  reports  the  absence  of  the  member  on  sick  leave  to  the  chief 
of  police  upon  the  daily  morning  return.  The  list  of  the  members  absent 
due  to  illness  is  prepared  daily  and  delivered  to  a  sergeant  of  police  who 
devotes  his  entire  time  to  calling  at  the  homes  of  the  men  reported  sick  to 
ascertain  whether  or  not  tiny  are  ill.  If,  in  the  opinion  of  the  police  ser- 
geant, the  member  is  feigning  illness,  the  surgeon  is  notified,  and  he  visits 
the  member  and  observes  his  condition.  In  ease  a  policeman  is  injured  in 
the  performance  of  his  duty,  the  surgeon  visits  him,  and.  if  he  has  not 
secured  other  medical  aid.  the  surgeon  attends  to  him.  In  case  of  illness  the 
policeman  is  required  to  furnish  a  certificate  from  a  private  physician,  and 
this  certificate  is  accepted  as  evidence  of  the  policeman's  disability.  The 
only  health  record  maintained  is  a  card  record  of  absences  upon  which  is 
posted  the  date  of  the  absence,  the  cause  the  diagnosis  appearing  upon  the 
private  physician's  certificate)  and  the  duration  of  the  illness. 

Rules  Prohibit  Surgeon  From  Having  Policemen  Among 
His  Private  Patients 

According  to  Rule  5,  Section  5,  the  police  surgeon  shall  not  have  a  mem- 
ber of  the  department  as  his  patient  unless  the  member  was  his  patient  before 
his  appointment  as  police  surgeon.  The  rule,  however,  does  not  prohibit 
the  surgeon  from  having  business  relations  with  members  of  the  force  by 
including  among  his  private  patients  the  members  of  a  policeman's  imme- 
diate family. 

An  examination  of  the  records  showed  that  one  of  the  commissioners,  who 
is  himself  a  physician,  certified  to  the  illness  of  nine  members  of  the  force 
who  were  absent  upon  sick  leave  for  a  total  period  of  178  days.  While  it 
is  not  intended  to  intimate  that  either  the  police  surgeon  or  the  medical 
•nember  of  the  board  of  commissioners  makes  a  practice  of  including  mem- 
jers  of  the  police  force  among  his  private  patients,  nevertheless,  both  the 
•ommissioner  and  the  surgeon  are  superior  officers  of  the  department,  and 
exercise  disciplinary  powers,  and  it  wTould  seem  to  be  unwise  and  contrary 
o  good  practice  for  them  to  have  any  outside  business  relation  wdiatever 
vith  members  of  the  force  or  their  immediate  families. 

Absence  Due  to  Illness  Excessive 

The  following  table  prepared  from  the  records  of  the  department  shows 
he  number  of  absences  due  to  sickness,  the  number  of  cases  and  the  causes, 
or  the  fiscal  rear  1915-16 : 
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CAUSE 


Number  of 
Certificates 


Number  of 
Days  Lost 


Abdominal  trouble   2 

Abscess,  ear    2 

"         eye    1 

"          hand    1 

jaw   4 

leg   2 

"          neck   2 

tooth   1 

wrist    1 

Anaemia   1 

Appendicitis    5 

Arches,   fallen    1 

Arthritis    5 

Asthma    3 

Barber's  itch  2 

Biliousness    5 

Boils    2 

Bronchitis   33 

Burns    2 

Carbuncle   2 

Cerebral  conjunctivitis   2 

Cold    26 

Colic    3 

Conjunctivitis   2 

Coryza    1 

Cystitis    2 

Dermititis  of  groin    1 

Diarrhoea    4 

Dislocated  shoulder   1 

Dyspepsia    1 

Dysentery    3 

Ear,  abscess  of   4 

Earache    1 

Eczema    2 

Enteritis    11 

Epilepsy    1 

Erysipelas    1 

Eye,  sore  4 

Female  trouble   (Matron)    1 

Fever,  severe    5 

Fractures,  arm   3 

"           clavicle  1 

hand    2 

nose    1 

scapula  1 

"            thumb    1 

Gall  stones   1 

Gastritis    18 

Glands,  enlarged    1 

Gunshot  wound,  body    1 

"         hand    1 

leg    2 

Heart  trouble    2 

Hemorrhages    1 

Hemorrhoids    3 

Hernia    3 

Hydrocele    1 

Indigestion    13 

Infections,  eye    1 

foot    1 

"            hand    7 

"            nose    1 

toe   6 


57 
18 

9 

39 

17 

11 

12 

12 

18 

146 

146 

63 

92 

83 

15 

12 

32 

818 

32 

23 

51 

226 

2 
18 
12 
77 

4 

6 
59 

1 

7 
23 

2 

38 

195 

4 

2 

53 

28 

104 

222 

6 
73 


10 


433 


59 

76 

241 

83 

6 
56 
67 
10 
65 

3 
59 
63 
61 
82 
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CAUSK 


Number  of 
Certificates 


Number  of 
Days   Lost 


Inflammation  of  foot    .  .  . 

"    leg    .... 

"  "    neck    . . 

Influenza    

Injury  (kicked  by  horse) 
Injury  contusions,  etc.    .. 

"       to  arm    

"        "  back    

"        "  eye    

"        "  face    

"  foot    

"        "  hand    

"       "  head    

"        "  hip    

"        "  knee    

"leg   

"        "  nose    

"        "  pelvis    

"        "  shoulder    

Insomnia    

Intestinal  adhesions   

congestion 

"  trouble   

Kidney   trouble    

Lacerations    

La   grippe    

Laryngitis    

Liver,  congested    « 

Liver  trouble   

Lumbago    

Lungs,   congested    

Lung  trouble    

Mastoiditis    

Mumps    

Nephritis    

Nervous    trouble    

Neuralgia    

Neuritis     

Nose  trouble   

Operation  on   glands    .  .  . . 

"  "     head    

"  "     jaw    

Orchitis    

Otitis  media   

Piles    


Pleurisy    

Pneumonia    

Poison  oak   

Ptomaine  poisoning 

Pulmonary   conjunctivitis 

Rash,   skin    

Rheumatism    

Scabies   

Sciatica    

Sore  foot   

Sprains,  ankle    

"         back   

hand   

"  knee   

"  shoulder    

"  wrist  

Stomach  trouble    

Sunburn    


6 

37 

1 

13 

1 

36 

21 

169 

1 

6 

10 

68 

6 

95 

5 

131 

2 

11 

2 

15 

6 

21 

5 

196 

6 

35 

2 

18 

7 

50 

5 

133 

2 

67 

1 

48 

4 

41 

1 

1 

1 

21 

2 

9 

7 

106 

2 

59 

4 

24 

118 

1264 

5 

47 

2 

18 

1 

7 

29 

325 

5 

61 

1 

19 

1 

28 

1 

18 

2 

3 

2 

13 

7 

106 

6 

99 

1 

15 

1 

4 

1 

10 

1 

5 

1 

4 

2 

16 

2 

71 

5 

30 

2 

112 

1 

24 

11 

141 

1 

2 

1 

5 

24 

558 

1 

20 

4 

65 

1 

16 

8 

121 

2 

25 

1 

31 

1 

9 

1 

17 

3 

31 

5 

58 

1 

7 
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Throat,  sore   

Tonsilitis    

Ulcerated  leg   

Ulcerated  tooth 

Uremia    

Varicose  veins    

Vertigo    

Totals    634 


Number  of 

X umber  of 

Certificates 

Days  Lost 

3 

15 

21 

198 

1 

24 

5 

23 

1 

54 

1 

86 

5 

95 

9579 


The  average  number  of  days  lost  for  members  of  the  force  due  to  sicl 
ness  is  ten.    During  this  period  the  city  paid  $38,316  to  the  policemen  absent 
from  duty  on  sick  leave.    The  number  of  days  ami  the  cost  to  the  city  may 
said  to  be  excessive. 

Full  Pay  Allowed 

That  the  policemen  are  allowed  full  pay  for  absence  <>n  sick  leave,  an 
that  they  are  not  subjected  to  observation  and  exam  mat  ion  by  the  police! 
surgeon,  but  are  excused  upon  the  certificate  of  their  private  physicians,  and,1 
that  they  receive  no  medical  inspection  or  supervision  from  the  department 
surgeon,  may  account  in  part  for  the  excessive  amount  of  time  lost  due  tr 
illness. 

Police  and  Fire  Medical  Service  Should  Be  Combined 

As  pointed  out  in  the  report  upon  the  fire  department,  the  absences  dut 
to  sickness  in  that  department  were  likewise  excessive,  and  for  practically 
the  same  reasons.  In  order  to  produce  an  efficient  medical  service  for  the; 
department,  and  to  reduce  the  amount  of  sickness  among  the  members  o 
the  force  and  the  subsequent  cost  to  the  city,  it  is  recommended  that  a  surgi 
cal  division  for  the  departments  of  police  ami  fire  be  organized  and  that  ij 
physician  be  retained  who  shall  be  required  to  devote  his  entire  time  to  th«. 
work  and  be  paid  a  salary  commensurate  Avith  the  services.  The  procedur* 
recommended  for  the  conduct  of  this  division  will  be  found  discussed  in  th< 
section  of  the  report  of  the  survey  of  the  fire  department,  headed  "Surgical 
Division". 


Charter  Should  Be  Amended  so  as  to  Provide  for 
Equitable  Payment  During  Illness 

That  the  charter  be  amended  so  as  to  make  a  definite  statutory  provi 
sion  as  to  the  amount  and  manner  in  which  firemen  and  policemen  shall  b 
paid  during  absence  on  sick  leave  is  recommended  in  the  report  of  the  depart) 
ment  of  fire.  This  recommendation  also  urges  that  full  pay  be  allowed  tj 
firemen  and  policemen  when  their  illness  is  the  direct  result  of  actual  service 
and  half  pay  in  all  other  cases  of  absence  due  to  illness. 
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Proper  Health  Records  Should  Be  Maintained 

A  discussion  of  the  records  which  should  be  maintained  by  the  surgeon 
ami  the  reports  which  should  be  filed   with  the  administrative  head   of  the 

department    is  contained    in    the   reporl    en    the   survey   of   the    life  depart  incur 
under  the  heading  "Surgical   Division'". 

Sanitary  Condition  of  Station  Houses 

All  the  police  st.iiions  were*  visited  and  inspected,  and  were  found  to  be 
for  the  most  part  clean  and  orderly.  The  Bush  Street  Station  of  the  fifth 
district  is  ;i  temporary  wooden  shack  which  is  in  a  dilapidated  condition  and 
wholly  unsuited  for  use  as  a  police  station.  A  new  station  should  be  pro- 
vided for  this  district  as  soon  as  the  financial  condition  of  the  city  will 
permit. 

Uniforms  and  Equipment 

The  uniforms  worn  by  the  members  of  the  force  are  of  the  approved 
modern  type  except  in  minor  respects.  The  patrolman's  uniform  coat  has  a 
roll  collar  which  tends  to  make  the  patrolman's  uniform  appear  untidy.  A 
modern  standing  military  collar  should  be  adopted  for  all  uniform  coats. 

Policemen  Wear  Belts 

The  discontinuance  of  the  belt  as  a  part  of  the  uniform  is  recommended, 
since  it  has  been  proved  that  the  belt  is  a  menace  to  a  policeman,  as  it  pro- 
vides a  point  of  attack  in  a  riot  or  even  in  an  ordinary  encounter  with  a 
prisoner.  Many  policemen  have  suffered  at  the  hands  of  a  disorderly  pris- 
oner by  being  dragged  or  thrown  by  the  prisoner's  taking  hold  of  the  belt. 
Moreover,  the  belt  does  not  serve  to  improve  the  appearance  of  the  uniform, 
and  it  serves  no  useful  purpose.  A  patrolman,  wdien  equipped  with  a  baton 
or  night  stick,  should  always  carry  it  in  his  hand. 

Modern  Shield  Recommended 

The  shield  worn  by  the  members  of  the  department  is  an  antiquated  type, 
being  the  old  "constable  star".  This  design  of  shield  has  been  in  use  by  the 
lepartment  since  its  organization.  The  number  on  the  shield  is  not  suffi- 
ciently conspicuous.  The  shields  worn  by  the  San  Francisco  police  patrol 
officials  and  the  deputy  sheriffs  are  so  small  as  to  call  for  an  immediate 
mange  in  design.  Therefore,  it  is  recommended  that  a  shield  be  adopted  of 
i  more  modern  design,  having  upon  it  the  seal  of  the  city,  and  the  patrol- 
nan's  number  conspicuously  displayed.  The  shield  worn  by  the  superior 
ifficers  should  be  of  a  different  design  from  that  worn  by  patrolmen. 

The  shield  worn  by  patrol  specials  or  special  policemen  should  be  of  a 
lesign  vastly  different  from  that  w^orn  by  the  regular  police  force,  and  no 
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persons  other  than  those  regularly  employed  by  the  police  department  should 
be  permitted  to  use  the  design  of  the  police  shield. 

Method  of  Purchasing  Uniforms  Defective 

Policemen  are  required  to  purchase  and  pay  for  all  their  uniforms  and 
equipment.  The  average  cost  of  a  policeman's  uniform  and  equipment  during 
the  first  year  of  service  is  $126.30.  The  city  makes  no  contribution  toward 
this  sum,  nor  is  provision  made  to  advance  money  to  the  recruit.  For  the 
purpose  of  securing  a  uniform  grade  and  color  of  cloth,  the  property  clerk 
secures  cloth  by  the  roll  on  consignment  and  sells  it  to  the  members  of  the 
force  at  cost  price.  This  cloth  is  selected  on  specifications,  but  no  laboratory 
test  is  made  of  deliveries  to  determine  whether  the  cloth  is  manufactured  and 
dyed  in  accordance  with  the  specifications. 

The  items  and  cost  of  the  uniform  and  equipment  which  the  recruit  is 
required  to  purchase  are  as  follows : 

Uniform  cloth ;  cost  to  make  suit,  buttons  and  stripes . . .  $50.00 

Coat  for  night  service 25.00 

Belt    and   holster 3.25 

Tassel     1.25 

Pocket  club    1.00 

Baton 1  00 

Whistle     1.00 

Star    5.00 

Cap     2.75 

Cap    cover    1.25 

Mackintosh     12.95 

Pocket   lamp    1.25 

Pistol   14.00 

Cartridges   per    100 1.60 

Handcuffs     5.00 

Total    $126.30 

It  is  recommended  that  the  city  supply  and  pay  for  the  uniforms  and 
equipment  used  by  policemen  and  that  provision  be  made  to  purchase  all' 
these  things  by  contract.  If  the  city  is  financially  unable  to  defray  this- 
expense,  the  department  should  at  least  make  arrangements  to  furnish  them 
to  the  policemen  at  the  actual  cost  of  production.  The  city  should  pay  the 
original  cost  and  then  collect  it  from  the  policeman  in  equal  monthly  install- 
ments. 

Revolvers  Should  Be  Carried  in  the  Blouse  Instead 
of  the  Hip  Pocket 

The  present  practice  of  carrying  the  pistol  in  the  hip  pocket  should  be 
abandoned  and  the  regulations  should  require  that  the  revolvers  be  carried 
in  a  holster  in  the  blouse  on  the  left  side  so  as  to  be  available  in  emergency. 
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Whether  or  nol  the  city  furnishes  a  complete  uniform  to  the  policemen  with- 
out cost,  at  least  the  department  should  provide  the  policemen  with  their 
revolvers,  which  should  be  standard  and  should  remain  the  property  of  the 
city.  They  should  be  properly  and  currently  inspected  by  the  commanding 
officers. 


Arrests 


Persons  arrested  by  patrolmen  on  the  patrol  posts  are  sent  to  the  police 
station  in  patrol  wagons,  except  in  cases  of  arrests  in  the  vicinity  of  the 
police  station.  The  policeman  delivers  his  prisoner  to  the  conductor  of  the 
patrol  wagon  and  informs  him  of  the  complaint  upon  which  he  arrested  the 
prisoner.  In  the  case  of  an  arrest  for  a  felony,  the  patrolman  is  required  to 
prepare  a  detailed  report  in  writing,  copies  of  which  are  forwarded  to  the 
detective  bureau  and  the  chief. 

Excessive  Number  of  Arrests  Made 

During  the  fiscal  year  1915-1916,  exclusive  of  persons  taken  into  custody 
for  public  intoxication,  and  those  taken  into  custody  on  suspicion  but  not 
charged  with  offense,  there  were  arraigned  by  the  police  in  the  police  courts, 
a  total  of  31,603  persons,  of  whom  28,203  were  discharged  by  the  police  court 
judges. 

While  many  of  the  arrests  are  made  upon  warrants  secured  by  complain- 
ants in  the  police  courts  and  over  which  the  police  exercise  no  discretion, 
nevertheless,  that  28,203  cases  out  of  31,603  should  result  in  a  dismissal  in 
the  police  court  indicates  either  that  the  police  are  making  many  needless 
arrests,  or  that  the  courts  are  not  working  in  co-operation  with  the  police. 

Of  the  total  arrests  for  the  year,  3,039  were  for  felonies.  The  hearing  of 
these  cases  in  the  police  court  resulted  in  the  dismissal  of  2,117  cases.  That 
this  condition  should  prevail  points  to  the  need  of  a  very  thorough  investi- 
gation into  the  causes  of  these  dismissals.  That  more  than  2,000  persons 
should  be  taken  into  custody  and  arraigned  in  a  police  court  charged  with 
felonious  conduct  surely  indicates  error  of  judgment,  lack  of  consideration 
of  the  rights  of  citizens,  malicious  prosecution  or  lack  of  judgment  in  the 
issuance  of  warrants. 

It  is  useless  to  speculate  or  guess  at  the  possible  causes  for  this  condi- 
tion. Many  reasons  were  advanced  by  officials  in  the  police  department, 
attaches  of  the  police  court,  and  members  of  the  district  attorney's  staff,  but 
regardless  of  what  may  be  the  opinions  as  to  the  causes,  it  is  certainly 
imperative  that  an  investigation  be  conducted  in  order  to  determine  with 
^vhich  branch  of  the  government  the  fault  rests.  Such  an  investigation 
should  be  conducted  by  the  board  of  supervisors  in  co-operation  with  the 
oolice  commission  and  the  chief  of  police. 
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All  Persons  Arrested  Are  Taken  to  the  City  Prison 

For  the  detention  of  prisoners  awaiting  a  determination  of  their  cases  in 
the  police  courts,  there  is  maintained,  under  the  supervision  of  the  police 
department,  a  large  city  prison  located  in  the  Hall  of  Justice.  All  persons 
taken  into  custody  in  the  city  are  taken  first  to  the  station  house  and  within 
a  few  hours  to  the  city  prison.  The  prison  is  equipped  with  a  total  of  104 
cells  of  the  steel  cage  type.  It  is  clean  and  sanitary,  well  constructed  and 
efficiently  managed  in  so  far  as  the  upkeep  and  control  are  concerned.  The 
cells  and  their  furnishings  are  of  modern  construction  and  in  accordance  with 
good  prison  planning.  About  50,000  persons  a  year  pass  through  this  prison. 
Of  this  number,  about  3,600  are  women  prisoners.  The  average  time  of  mis- 
demeanants in  this  prison  is  about  one  day,  while  the  average  time  of  pris- 
oners charged  with  felonies  is  about  two  weeks,  varying  from  one  week  to 
two  months. 


Cost  of  Operating  City  Prison  Approximately  $34,000  a  Year 


The  city  prison  is  under  the  supervision  of  a  lieutenant  of  police  detailed 
to  this  service.  He  is  assisted  in  the  management  of  the  jail  by  two  ser- 
geants and  one  patrolman,  who  serve  as  desk  officers,  recording  the  pedi- 
grees of  the  prisoners,  and  maintaining  such  records  as  are  kept.  Three 
patrolmen  working  on  eight-hour  shifts  serve  as  attendants  at  the  elevators, 
while  seven  patrolmen  serve  as  inside  guards  in  the  jail.  The  inside  guards 
serve  on  eight-hour  shifts,  there  being  two  on  duty  at  each  shaft,  and  one ' 
serves  as  relief  officer.  Four  matrons  are  employed  to  care  for  the  women 
prisoners. 

The  total  payroll  cost  is  $25,704.  Eight  thousand  dollars  a  year  is  ex- 
pended for  conveying  the  prisoners  and  the  furnishing  of  minor  supplies  for 
the  cleaning  and  care  of  the  jail. 

That  such  a  large  and  expensively  operated  city  prison  is  required  is  due 
directly  to  the  manner  in  which  the  police  courts  are  operated,  as  they  are  in 
session  but  a  few  hours  of  each  day.  If  the  courts  were  to  remain  in  session, 
as  is  pointed  out  in  the  report  of  the  survey  of  the  police  courts,  during  the 
entire  business  day,  thus  enabling  a  person  arrested  to  obtain  an  immediate 
hearing  or  at  least  a  hearing  on  the  same  day  as  the  arrest,  there  would  be 
no  need  for  the  maintenance  of  such  a  large  institution  as  the  city  prison.  A 
reduction  in  the  cost  of  operating  the  city  prison  amounting  to  $8,364  a  year 
could  be  effected  by  employing  civilian  clerks  and  jailors  instead  of  using 
detailed  policemen.  It  is,  therefore,  recommended  that  the  three  policemen 
detailed  to  attend  the  elevators  be  remanded  to  patrol  duty  at  once,  since 
their  services  are  not  required  in  the  city  prison,  and  that  instead  of  detail- 
ing two  sergeants  and  one  patrolman  in  charge  of  the  records,  three  civilian 
clerks  be  employed  at  a  salary  not  to  exceed  $1,200  per  year  each,  while  the 
seven  policemen  serving  as  inside  guards  be  replaced  by  civil  service  jailors 
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ami  assistant  jailors.    The  rate  paid  the  jailors  in  the  county  jail  is  $1,200  and 
tlic  assistant  jailors  receive  $75  per  month. 

Unit  Cost  Records  Should  Be  Installed 

The  records  maintained  by  the  city  prison  arc,  for  the  most  part,  in 
accordance  with  good  practice,  but  no  unit  cost  records  are  maintained. 
While  the  lieutenanl  in  charge  estimates  19  cents  per  day  as  the  cost  of  food 
for  the  prisoners,  there  arc  no  records  which,  on  analysis,  would  furnish  a 
definite  unit  cost.    It  is  recommended  that  such  records  be  installed. 

It  is  also  recommended  that  there  be  installed  a  record  of  arrests  similar 
to  that  suggested  for  use  in  all  of  the  district  stations. 

Record  of  Persons  Arrested  for  Public  Intoxication  Should  Be  Made 

There  is  maintained  a  book  that  is  called  a  "Record  of  Drunks"  in  which 
art-  entered  merely  the  nanus  of  the  persons  arrested,  the  date  and  the  dis- 
position, which  is  "discharged"  in  all  cases.  This  record  is  not  in  keeping 
with  modern  practice  and  it  is,  therefore,  recommended  that  a  detailed  his- 
tory of  all  persons  arrested  for  public  intoxication  be  obtained  and  this  his- 
tory be  recorded  in  the  manner  described  in  accordance  with  the  suggestions 
contained  in  the  section  of  this  report  headed  "Records  and  Reports". 

Distribution  of  the  Force 


The  police  department  is  organized  as  follows : 

For  Administration — 

Number                      TITLE  Salary 

4             Commissioners    (each)     $1,200 

1            Secretary  to  board — sergeant  detailed 1,680 

1            Civilian   stenographer    1,800 

1            Civilian  secretary  to  pension  board   600 

Uniformed  Service — 

1             Chief 4,000 

1             Civilian,  confidential  aid  to  chief 2,400 

9             Captains  (each)    2,400 

1            Chief  clerk  with  rank  of  captain 2,400 

1            Property  clerk  with  rank  of  captain 2,400 

15            Lieutenants    (each)     1,920 

65             Sergeants    (each)     1.680 

49             Corporals    (each)     1.560 

638             Patrolmen    (each)    1.464 

Traffic  Division — 

1             Sergeant 1>680 

1             Corporal I.560 

51     .       Patrolmen   (each)    1.464 

Detective  Bureau — 

1  Captain  of  detectives   3,000 

2  Lieutenants  (each)    1,920 

4            Sergeants   (each)    1,680 

2             Corporals    (each)    1,560 

25            Detective  sergeants   (each)    1,800 

38             Patrolmen   (each)    !>464 
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Bureau  of  Criminal  Identification — 

No.  TITLE  Salary 

10  Patrolmen    (each)    $1,464 

Protective  Officers — 

3  Women  officers   (each)    1,200 

City  Prison  Staff— 

1  Lieutenant 1,920 

2  Sergeants    (each)    1,680 

11  Patrolmen   (each)    1,464 

4  Matrons    (each)    1,080 

1  Cook    (civilian)    1,200 

Miscellaneous  Civilian  Employees — 

1  Surgeon 1,500 

4  Telephone  operators    (each)    1,020 

3  Chauffeurs  (each)    1,200 

26  Patrol  drivers  and  chauffeurs  (each)    1,200 

3  Engineers  of  police  launch   (each)    1,500 

9  Hostlers   (each)    1,140 

2  Stenographers    (each)    1,200 

Total  number  of  employees  992,  of  whom  940  are  members  of  the  force  and  52  are 
civilian  employees. 

Unit  of  Distribution — Police  Districts 

The  city  is  divided  into  ten  districts  and  policed  by  members  of  the  force 
detailed  to  duty  therein.  In  each  district  there  is  a  station  house  which, 
with  one  exception,  is  under  the  command  of  a  captain  who  is  empowered 
under  the  rules  to  distribute  his  men  within  his  precinct  in  such  a  manner 
as  he  deems  wise,  transferring  them  from  post  to  post.  This  method  of 
distribution  is  in  accordance  with  good  practice. 

Excessive  Number  of  Policemen  Detailed  to  Duties 
Other  than  Patrol 

Of  the  940  members  of  the  force,  there  are  detailed  to  duties  other  than 

actual  patrol  or  supervision  of  patrol,  the  following: 

Traffic  duty    52 

Detective   bureau    72 

Bureau  of  criminal  identification   10 

City  prison  19 

Office  of  the  commissioner    1 

A  chief  clerk   1 

As  assistant  chief  clerk  1 

To  the  property  clerk's  office  6 

To  visiting  sick  members  of  the  force 1 

To  the  supervision  of  hacks  and  vehicles 3 

To  the  license  bureau   8 

To  district  attorney's  office   3 

As  a  draughtsman   1 

As  a  carpenter    1 

To  the  Society  for  the  Prevention  of  Cruelty  to  Children 1 

To  the  Society  for  the  Prevention  of  Cruelty  to  Animals 1 

To  the  board  of  censors    ,  1 

To  the  city  attorney's  office   1 

To  the  grand  jury   1 

To  the  Boys'  and  Girls'  Aid  Society 1 

To  the  juvenile  court  1 

To  the  Youths'  Directory    1 

To  the  board  of  health  1 

As  stenographers    2 

To  the  tax  collector's  office  1 
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Warrant  clerk    1 

Detailed  to  chief  8 

Chauffeur  to  chief  1 

Investigation  of  letters    1 

Board  of  public  works   2 

City    Hall    1 

To  the  coroner's  office    1 

Board  of  education    2 

Clerical  work  in  general  business  office  4 

Board  of  education    2 

As  bailiffs  in  police  court   8 

As  guards  at  the  treasurer's  office  6 

To  the  Associated  Charities   1 

Total  228 

Thus,  there  are  assigned  to  duties  other  than  patrol,  or  the  supervision 
of  patrol.  228  members  of  the  force,  exclusive  oH  53  members  who  are 
assigned  to  clerical  and  other  duties  within  the  10  district  station  houses, 
and  1'  substations.  Of  the  228  members  detailed,  5  are  lieutenants,  13 
sergeants,  and  8  corporals,  while,  of  the  members  detailed  to  clerical  and 
other  functions,  such  as  station-keepers,  etc.,  within  the  station  houses,  7  are 
sergeants  and  11  are  corporals. 

Of  the  72  members  of  the  force  detailed  to  detective  service,  1  lieutenant, 
1  sergeant,  and  5  patrolmen  are  assigned  to  clerical  duties. 

As  will  be  noted  by  a  reading  of  the  above  list  of  detailed  positions,  with 
the  exception  of  such  stenographic  work  as  is  done  by  the  four  civilian 
stenographers  employed,  all  of  the  clerical  functions  of  the  department  are 
performed  by  detailed  policemen. 

Details  Which  Should  Be  Abolished  at  Once 

Aside  from  the  question  involved  as  to  the  employment  of  civilian  clerical 
help  to  replace  the  policemen  now  assigned  to  these  duties,  which  will  be 
discussed  below,  the  commissioners  should  remand  to  active  patrol  duties 
the  policemen  assigned  to  the  following  detailed  positions: 

The  sergeant  assigned  to  visit  sick  members  of  the  force ; 

The  sergeant  and  two  patrolmen  assigned  to  the  supervision  of 
hacks  and  vehicles; 

The  sergeant  and  two  patrolmen  assigned  to  the  district  attorney's 
office; 

The  sergeant  assigned  as  draughtsman  and  the  patrolman  assigned 
to  assist  him  as  carpenter; 

The  corporal  assigned  to  the  Society  for  the  Prevention  of  Cruelty 
to  Children; 

The  patrolman  assigned  to  the  Society  for  the  Prevention  of 
Cruelty  to  Animals ; 

The  sergeant  detailed  as  secretary  to  the  board  of  police  com- 
missioners ; 

The  corporal  assigned  to  the  censor  board; 

The  corporal  assigned  to  the  grand  jury; 

The  policeman  assigned  to  the   office   of  the   city  attorney; 

The  patrolman  assigned  to  the  Boys'   and  Girls'  Aid  Society; 

The   patrolman  assigned  to  the  juvenile   court; 
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The  patrolman  assigned  to  the  Youths'  Directory; 
The   patrolman   assigned   to  the  board   of   health ; 
The  patrolman  assigned  to  the  tax  collector's  office; 
The  two  patrolmen  assigned  to  the  board  of  public  works ; 
The  patrolman  assigned  to  the  coroner's  office; 
The  two  patrolmen  assigned  to  the  board  of  education ; 
Four  of  the  eight  patrolmen  assigned  to  the  police  courts; 
The  patrolman  assigned  to  the  Associated  Charities; 
The  two  patrolmen  assigned  to  the  clipping  of  newspapers  in  the 
bureau  of  criminal  identification. 

District  Attorney's  Office  Should  Employ  County  Detectives 

While  the  police  department  should  render  every  aid  possible  to  the 
prosecuting  attorney  and  his  staff  in  the  preparation  of  department  cases, 
there  should  be  no  regularly  detailed  policemen  assigned  to  the  district 
attorney's  office.  For  the  investigation  of  cases  originating  in  his  office, 
the  district  attorney  should  maintain  a  staff  of  county  detectives  paid  for 
out  of  moneys  appropriated  for  the  district  attorney's  office.  This  is 
especially  important,  since  the  district  attorney's  office  is  in  a  sense  a 
check  upon  the  police  and  may  be  called  upon  to  investigate  the  actions  of 
members  of  the  force.  Such  cases  as  need  special  police  investigation 
should  be  referred  to  the  chief  by  the  district  attorney  and  investigated  by 
men  especially  assigned  by  the  chief.  These  cases  should  be  reported  upon 
in  writing  and  the  reports  furnished  to  the  district  attorney.  Therefore,  it 
is  recommended  that  the  sergeant  and  two  patrolmen  now  detailed  to  this 
office  be  returned  to  active  service. 

One  Policeman  Sufficient  for  Each  Part  of  the  Police  Court 

There  are  assigned  to  each  of  the  four  parts  of  the  police  court,  two 
patrolmen  who  serve  as  bailiffs.  One  of  these  in  each  court  attends  to  the 
prisoners,  while  the  second  preserves  order  in  the  court.  The  police  courts 
are  only  in  session  for  a  few  hours  each  day,  and,  while  in  session,  one 
policeman  in  attendance  at  each  part  would  be  wholly  adequate  to  preserve 
order  and  to  attend  to  the  prisoners.  It  is  to  be  remembered  that  there 
are  always  present  in  the  police  court  policemen  serving  as  witnesses  in 
the  various  cases,  whose  services  should  be  used  in  the  event  of  disorder 
occurring  in  the  court  room.  The  officers  assigned  as  bailiffs  should  return 
for  patrol  duty  as  soon  as  the  court  adjourns,  thus  requiring  only  a  few 
hours  of  their  time  each  day  for  court  work.  Therefore,  it  is  recommended 
that  four  of  the  eight  officers  uoav  assigned  as  bailiffs  be  remanded  to  active 
patrol  duty. 

The  Assignment  of  Policemen  to  Privately  Maintained 
Corporations  Is  Against  Good  Practice 

There  are  assigned  for  service  in  connection  with  various  privately  main- 
tained philanthropic   organizations   one   corporal  and   four  patrolmen.     The 
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assignment  of  members  of  the  police  force  to  serve  as  agents  or  under  the 
supervision  of  privately  maintained  corporations,  even  though  of  a  philan- 
thropic character,  lias  long  sine.-  been  condemned  as  against  good  practice. 
These  agencies  should  employ  their  own  officers  and  should  always  secure 
the  co-operation  <>!'  the  police  department,  but  by  co-operation  is  not  meant 
thr  assigning  of  public  officers  ;is  officers  or  agents  of  these  corporations. 
It  is.  therefore,  recommended  that  these  live  police  officers  be  remanded  to 
active  patrol  service.  If  it  is  necessary  that  these  various  civic  agencies 
use  the  services  of  persons  having  police  powers,  the  police  chief  should 
appoint  as  special  patrolmen  such  employees  of  the  society  as  may  be 
designated  by  their  officers. 

No  Need  for  Assigning  Policemen  to  Public  Offices 

There  is  no  need  tor  assigning  policemen  to  the  various  public  offices, 
such  as  city  attorney's  office,  the  board  of  education,  the  health  department, 
the  hoard  of  public  works,  the  tax  collector's  office,  the  grand  jury,  and 
board  of  censors.  The  services  rendered  by  policemen  assigned  to  these 
offices  should  be  performed  by  employees  of  the  respective  departments  and 
the  cost  of  such  services  charged  against  the  cost  of  maintenance  of  these 
departments.  If  it  is  essential  that  the  employees  assigned  to  perform  the 
duties  now  performed  by  the  police  officers  in  these  several  departments 
shall  have  police  powers,  they  should  be  appointed  as  special  patrolmen. 

As  is  pointed  out  in  the  report  on  the  bureau  of  criminal  identification, 
there  is  no  need  for  using  two  patrolmen,  at  $1,464  a  year  each,  for  clipping 
newspapers.  These  two  patrolmen  should  be  remanded  to  active  patrol 
duty  at  once. 

Detailed  Policemen  Should  Not  Be  Assigned  to  Districts 

Under  the  present  system,  patrolmen  and  officers,  detailed  to  duty  other 
than  patrol,  are  usually  assigned  to  district  commands  and  carried  on  the 
payrolls  of  these  commands.  This  practice  should  be  abandoned  as  it  tends 
to  create  a  false  impression  as  to  the  actual  strength  of  each  command. 
When  a  patrolman  or  officer  is  detailed,  he  should  be  carried  on  a  payroll 
containing  the  names  of  detailed  policemen  only.  All  details  within  a  dis- 
trict, however,  such  as  driving  a  patrol  wagon,  motorcycle  service,  clerical 
work,  plain-clothes  duty,  etc.,  should  be  carried  on  the  district  payroll. 
During  the  course  of  the  survey,  it  was  planned  by  the  chief  to  establish 
a  headquarters  payroll  and  to  show  upon  this  payroll  all  members  of  the 
force  detailed  to  duties  other  than  patrol.     This  should  be  done  at  once. 

For  the  patrol  service  and  the  supervision  of  patrol,  there  are  assigned 
to  the  police  districts,  9  captains,  12  lieutenants,  58  sergeants,  44  corporals, 
and  568  patrolmen,  making  a  total  of  691  members  of  the  force  assigned  to 
the  patrol  service. 

The  officers  and  patrolmen  are  distributed  as  to  districts  in  accordance 
with  the  following  table : 
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TABLE   SHOWING   DISTRIBUTION   OF  THE   FORCE   FOR   PATROL 
AND  SUPERVISION  OF  PATROL  BY  DISTRICT. 


One 

Two 

Three 

Tour 

Five 

Six 

Seven 

Eight 

Nine 

DISTRICT  One        Two       Three     Four       Five         Six       Seven     Eight      Nine       Ten 


Captains 1  1  1*  1  1  1  1  1  1  1 

Lieutenants 2  2  2  2  1  0  2  1  0  0 

Sergeants 6  7  6  4  6  7  7  4  7  5 

Corporals 5  4  5  4  5  4  7  3  2  5 

Patrolmen 75  67  50  69  73  67  57  41  40  29 


Totals   89         81         64         80         86         79         74         50         50         40 

*Acting. 

No  Need  for  the  Appointment  of  Additional  Patrolmen 

According  to  the  present  plan  of  distribution  there  are  568  patrolmen 
assigned  to  actual  patrol  duty.  This  number  may  be  said  to  be  sufficient 
because  of  the  geography  of  the  city,  the  crime  conditions,  and  the  popu- 
lation, but  this  statement  does  not  point  to  any  need  for  the  appointment 
of  additional  patrolmen.  The  total  police  force  of  the  city,  consisting  as  it 
does  of  942  members,  exclusive  of  civilian  employees,  is  wholly  adequate  to 
meet  the  police  needs  of  the  community.  That  the  city  is  not  being  fur- 
nished adequate  police  protection  is  not  because  the  number  of  policemen 
employed  is  insufficient,  but  rather  because  such  a  large  number  of  the 
policemen  are  performing  functions  of  a  character  not  consistent  with  police 
work.  The  strength  of  the  force  at  present  is  wholly  adequate,  provided 
the  administrative  heads  of  the  department  utilize  all  of  the  policemen  for 
police  service  rather  than  for  clerical,  messenger,  and  other  kinds  of  services 
which  do  not  result  in  furnishing  police  protection.  Maintaining  such  a  large 
detailed  force  not  only  results  in  reducing  the  number  of  men  available  for 
patrol  service,  but  likewise  reduces  the  efficiency  of  the  members  assigned 
to  patrol  duty. 

Assignments  to  office  work,  public  offices,  in  courts,  etc.,  are  regarded  by 
policemen  as  sinecures.  It  is  their  belief,  as  a  rule,  that  these  assignments! 
are  secured  through  the  use  of  political  influence.  Therefore,  it  is  only 
natural  that  policemen  anxious  to  secure  these  assignments  in  preference 
to  performing  regular  police  work  on  patrol  posts,  endeavor  to  maintain  the 
good  will  of  the  political  leaders  in  poAver,  thus  resulting  in  keeping  ahve 
in  the  police  department  an  active  interest  in  partisan  politics  to  the  detri- 
ment of  efficient  police  service.  Since  the  number  of  policemen  desiring  to 
secure  these  details  is  always  much  in  excess  of  the  number  of  positions  to 
be  filled,  those  who  do  not  succeed  in  obtaining  the  assignments  become 
discontented  and  disgruntled,  and  their  efficiency  as  policemen  is  reduced. 
It  is  not  intended  to  allege  or  assert  in  this  report  that  all  of  the  assign- 
ments to  detailed  positions  in  the  San  Francisco  police  department  are  made 
as  the  result  of  political  suggestion  or  favoritism,  but  it  is  a  fact  that  the 
general  opinion  of  the  members  of  the  force  not  enjoying  these  easy  details 
is  that  the  selections  are  not  based  upon  merit  alone.    For  example,  it  would 
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he  difficult  to  make  the  majority  of  the  members  of  the  police  force  believe 
that  the  two  policemen  who  arc  employed  in  clipping  newspapers  were 
selected  because  of  any  special  fitness  for  this  particular  work,  or  that  the 
sergeant  who  devotes  his  entire  time  to  visiting  sick  members  of  the  force 
was  given  this  detail  because  of  any  special  knowledge  he  may  possess  of 
the  science  of  medicine.  The  practice  of  using  policemen  for  clerical  pur- 
poses, wholly  aside  from  the  fact  that  it  is  conducive  to  inefficient  police 
service,  results  in  an  extravagant  expenditure  of  money  in  that  many  of 
the  policemen  detailed  to  this  service  at  a  salary  of  $1,464  a  year  could  be 
replaced  by  competent  clerks  who  would  render  just  as  efficient  service  for 
considerably  less  cost  to  the  city. 

Therefore,  it  is  recommended  that  the  members  of  the  force  now  detailed 
to  clerical  work  at  police  headquarters  be  remanded  to  active  patrol  and 
this  work  be  performed  by  civilian  employees.  If  this  is  done,  there  should 
be  no  need  for  appointing  additional  patrolmen  in  the  city  of  San  Francisco 
for  a  number  of  years  to  come. 

Increases  in  Strength  of  Force  Since  1905 

That  the  strength  of  the  force  has  been  augmented  and  the  appropriation 
for  police  service  increased  in  accordance  with  the  increase  in  the  needs  of 
the  city  for  the  past  ten  years  is  indicated  by  the  following  table,  which 
shows  that  the  uniformed  force  has  been  increased,  exclusive  of  detectives, 
matrons  and  other  employees,  from  676  in  1906,  to  903  in  the  current  year, 
while  the  appropriation  has  been  increased  from  $991,260  in  1906,  to 
$1,538,816  in  1916: 

STRENGTH  OF  POLICE  DEPARTMENT,  1905-1917. 


Fiscal  Tear 

Captains 

Lieuten- 
ants 

Sergeants 

Corporals 

Patrolmen 

Appropriation 

1905-1906 

7 

7 

7 

8 

8 

10 

10 

10 

10 

10 

10 

10 

12 
12 
14 
14 
14 
17 
18 
18 
18 
18 
18 
18 

44 
44 
46 
47 
47 
48 
53 
53 
53 
53 
73 
73 

18 
18 
21 

29 
28 
53 
58 
56 
57 
57 
37 
52 

594 
594 
685 

722 
721 
722 
722 
725 
747 
762 
762 
749 

$  991,260 

1906-1907 

832,090 

1907-1908 

1,073,700 

1908-1909 

1,350,748 

1909-1910 

1,485,188 

1910-1911 

1,515,000 

1911-1912 

1,480,970 

1912-1913 

1913-1914 

1,505,020 
1,527,620 

1914-1915 

1,539,948 

1915-1916 

1,535,373 

1916-1917 

1,538,816 

OTarrell  Street  Substation  Should  Be  Abolished 

The  OTarrell  Street  substation  of  District  No.  7  is  operated  merely  as  a 
point  of  supervision,  and  the  amount  expended  in  the  maintenance  of  this 
substation  is  an  unnecessary  expenditure  of  money.  There  is  no  logical  rea- 
son for  retaining  this  substation  in  use,  and  therefore  it  is  recommended  that 
it  be  abandoned.     The  fifth  and  seventh  districts  should  be  reapportioned  so 
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as  to  include  in  the  fifth  district  that  section  of  the  seventh  district  which  is 
now  under  the  supervision  of  the  officers  assigned  to  the  O'Farrell  Street 
suhstation.  This  substation  was  abandoned  some  time  ago  upon  the  recom- 
mendation of  the  chief  of  police,  but  was  reopened  at  the  request  of  citizens 
residing  in  the  vicinity.  The  conclusion  of  the  citizens  of  this  section  that 
they  were  receiving  added  police  protection  by  retaining  the  O'Farrell  Street 
substation  in  use  is  not  sound.  The  mere  physical  operation  of  a  substation 
which  does  not  mean  any  added  patrolmen  in  the  vicinity  nor  any  closer 
supervision  of  the  patrol  but  merely  an  added  police  office  in  a  district,  is 
not  giving  any  better  police  protection,  but  is  unnecessarily  increasing  the 
cost  of  police  protection  without  corresponding  results. 

Patrol  Booths  Should  Be  Erected 

Patrolling  long  beats  on  foot  in  suburban  districts  (and  the  post  must 
necessarily  be  long)  during  the  night  hours  does  not  result  in  much  police 
protection.  Once  the  patrolman  starts  upon  patrol  to  cover  a  long  post  it 
is  difficult  for  his  superior  officer,  not  to  speak  of  citizens,  to  find  him.  The 
important  thing  in  policing  a  suburb  is  to  be  able  to  find  a  policeman 
promptly  in  order  to  dispatch  him  to  the  scene  of  the  trouble.  To  do  this,  it 
has  been  found  that  the  establishment  of  police  booths  is  most  effective.  A 
few  booths  centrally  located  and  equipped  with  telephones  connected  with 
headquarters  and  the  nearest  telephone  exchange,  with  motorcycle  police- 
men stationed  thereat,  would  greatly  add  to  the  police  protection  and  make 
foot  patrol  unnecessary,  thereby  reducing  the  cost  of  police  protection  and 
increasing  the  efficiency  of  the  service.  Thus,  it  would  always  be  possible  for 
the  householder  in  trouble  to  secure  the  services  of  a  policeman,  and,  with 
the  aid  of  a  motorcycle,  it  would  be  possible  for  the  patrolman  to  respond 
speedily  to  an  emergency  call.  By  having  a  motorcycle  policeman  patrol 
between  the  booths,  with  instructions  to  remain  at  any  booth  in  which  he 
finds  that  the  policeman  detailed  to  the  booth  is  not  present,  two  objects  are 
served :  first,  it  provides  for  having  a  policeman  always  available,  and, 
second,  it  prevents  the  efficiency  of  the  booth  system  from  being  interfered 
with  by  burglars  sending  the  regular  policeman  on  false  errands.  There- 
fore, it  is  recommended  that  police  booths  be  established  in  the  suburban 
districts,  particular  in  District  No.  7,  and  that  the  mounted  and  foot  patrol 
in  this  section  be  abandoned.  The  supervising  officers,  such  as  sergeants  and 
corporals,  should  be  equipped  with  motorcycles. 

The  Number  of  Policemen  Detailed  to  Clerical  and  House 
Duties  Within  Stations  Should  Be  Reduced 

The  number  of  policemen  and  officers  used  as  station  keepers  and  clerical 
men  in  the  station  houses  varies  from  four  to  eleven,  fifty-three  in  all  being 
used  for  these  purposes.  Inasmuch  as  prisoners  are  not  detained  for  any 
length  of  time,  but  are  transferred  to  the  city  prison  as  promptly  as  pos- 
sible, and  as  the  janitor  service  is  provided  by  the  department   of  public 
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works,  there  is  no  need  of  assigning  policemen  to  station  houses  as  station 
keepers.  The  only  assignments  to  house  duty  which  should  be  permitted  are 
three  members  of  the  force  for  the  maintenance  of  records  and  the  receiving 
and  care  of  prisoners.  Three  to  a  station  and  three  to  one  substation  would 
total  thirty-three. 

One  patrolman  should  be  assigned  during  the  day  tour  to  aid  in  the 
preparation  of  reports  and  the  maintenance  of  records  at  all  precincts  except 
thus.'  to  which  the  automobiles  for  emergency  service  are  assigned.  This 
patrolman  shoidd  be  required  to  answer  emergency  calls.  The  total  number 
of  policemen  detailed  to  duty  within  the  ten  stations  and  one  substation 
should  not  exceed  forty,  thus  making  thirteen  additional  members  of  the 
force  available  for  patrol  service. 

Need  for  Reapportionment  of  Patrol  Posts 

The  city  is  divided  into  73  patrol  posts,  the  shortest  of  which  is  5  blocks, 
while  the  longest  is  3  miles,  ami  the  average  approximately  25  blocks.  These 
are  divided  as  to  day  and  night  posts  as  follows : 

105— from  8  A.  M.  to  4  P.  M. 
210— from  4  P.  M.  to  8  A.  M. 

Because  crime  records  are  not  kept  in  proper  form,  it  was  not  possible  to 
make  a  comprehensive  study  of  the  posts  in  the  time  allowed,  but  a  number 
of  posts  located  in  the  center  of  the  city  and  in  some  of  the  suburbs  were 
observed.  Those  studied  indicated  the  need  for  reapportionment,  since  some 
were  found  to  be  unnecessarily  short  and  others  too  long,  while  others  should 
be  abolished  as  foot  posts,  and  mounted  posts  and  patrol  booths  established 
instead.  The  patrol  posts  are  established  by  the  chief  upon  the  recommenda- 
tion of  the  captain  of  the  district.  Their  location  and  length  are  determined, 
first,  gergraphicalh* ;  second,  by  the  general  character  of  the  neighborhood, 
and.  third,  with  reference  to  the  number  of  policemen  available.  The  depart- 
ment is  without  proper  information  to  form  the  basis  of  an  efficient  appor- 
tionment of  posts.  To  divide  the  city  into  patrol  posts  on  an  equitable  basis, 
it  is  necessary  that  the  person  using  the  posts  have  before  him  accurate 
information  concerning  the  conditions  as  to  crime,  character  of  buildiugs, 
population,  kind  of  business  transacted,  and  nationality  of  the  population  of 
every  block  in  the  city.  Upon  no  other  basis  can  posts  be  equitably  estab- 
lished. This  information  must  be  brought  up-to-date  from  time  to  time,  siuce 
the  uninhabited  block  of  today  may  be  the  congested  tenement  or  business 
block  tomorrow.  The  conditions  as  to  population,  buildings,  character  of 
occupants,  etc.,  are  changing  continually  and  with  these  changes  come  new 
and  different  police  problems  which  make  it  necessary  to  change  the  methods 
in  giving  protection.  Therefore,  it  is  recommended  that  the  chief  of  police 
cause  a  census  to  be  taken  of  every  block  in  the  city,  not  only  as  to  number 
of  people,  but  also  as  to  block  conditions  which  in  any  way  affect  the  police 
problem.  The  information  thus  secured  should  be  recorded  upon  cards  hav- 
ing printed  headings  similar  to  those  contained  in  the  following  illustration: 
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After  the  chief  has  had  collected  the  essential  information  concerning  the 
above  conditions,  he  should  then  have  a  tabulation  prepared  of  the  com- 
plaints of  crime  affecting  each  block  in  the  city,  and,  based  upon  this  infor- 
mation, make  a  reapportionment  of  the  posts,  which  should  be  laid  out  on  a 
straight-way  patrol,  that  is,  a  definite  number  of  blocks  on  an  avenue  or; 
main  street  with  a  half  block  of  each  intersecting  side  street  to  compose  a 
post.  Thus,  if  the  policeman  is  on  his  post,  the  citizen  can  readily  find  him;! 
the  sergeant  can  easily  overtake  him ;  and  the  policeman  can  have  a  continu-; 
ous  view  of  the  greater  part  of  the  post  for  which  he  is  responsible. 

Maps  of  Patrol  Posts  Should  Be  Provided 

Each  district  station  house  should  be  equipped  with  maps  showing  tl 
location  of  patrol  posts  in  the  district  with  the  relief  points  indicated  thereoi 
A  set  of  these  maps  should  be  kept  at  the  offices  of  the  chief  and  the  admi 
istrative  head  of  the  department. 

No  Method  of  Reaching  Patrolmen  on  Posts 

Lacking  any  reserve  force  and  having  extraordinarily  large  posts  in  some 
vicinities,  the  department  is  badly  handicapped  and  is  unprepared  to  meet  a 
real  emergency  because  of  the  absence  of  any  method  of  reaching  patrol  tnei 
on  their  posts  except  as  they  may  happen  to  call  in  over  a  patrol  box. 

While  it  is  not  recommended  or  even  suggested  that  any  complicated  oi 
expensively  maintained  signal  system  be  installed,  it  is  urged  that  provisioi 
be  made  for  reaching  the  patrolmen  on  posts  through  the  use  of  signal  lights 
The  city  of  Rochester,  N.  Y.,  has  obtained  good  results  with  comparatively 
inexpensive  equipment.  A  number  of  red  lights  suspended  from  arms  attache) 
to  street  light  poles  and  connected  with  the  nearest  fire  house  are  locatei 
throughout  the  city.  If  a  precinct  commander  desires  to  reach  a  patrol niai 
at  a  given  point,  he  communicates  by  telephone  with  the  fire  house  neares 
the  signal  light  and  the  fireman  on  house  duty  turns  on  the  light.  Th 
patrolman  seeing  the  light  communicates  at  once  with  his  precinct  by  usinj 
the  nearest  telephone. 

In  the  cities  of  Dayton,  Ohio,  and  Reading,  Pa.,  inexpensive  flash ligh 
systems  are  maintained.  A  flashlight  system  is  effective  as  a  means  of  check 
ing  patrol,  since  it  is  possible  for  a  commanding  officer,  from  time  to  tim 
during  the  night  hours,  to  determine  the  number  of  patrolmen  on  posts  am 
their  promptness  in  responding  to  calls,  by  lighting  these  lamps  and  record 
ing  the  time  elapsing  before  responses. 

An  effective  lighting  system  is  also  an  efficient  method  of  apprehendinj 
persons  who  have  committed  serious  crimes,  since  it  is  possible,  once  th 
system  is  installed,  immediately  upon  receipt  of  the  complaint,  to  attract  th 
attention  of  the  entire  patrol  force  and  begin  a  search  for  the  person  wante< 
for  the  crime. 

It  is,  therefore,  recommended  that  the  chief  of  the  electrical  bureau  b 
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instructed  to  advise  the  police  commissioner  of  the  cost  of  installing  an 
inexpensive  type  of  flashlighl  system,  and  that  the  system  be  installed  as 
jood  as  possible.  It  should  hardly  be  necessary  to  point  out  the  need  for  this 
important  aid  to  a  police  department.  But  it  is  advisable,  however,  to  coun- 
sel the  department  against  adopting  any  elaborate,  complicated  or  expensive 
Hashlight  system. 

Patrolmen  Should  Be  Required  to  Record  the  Time 
of  Meeting  Sergeants 

Under  the  rules,  sergeants  and  corporals  are  required  to  report  daily  in 
writing  the  time  and  place  of  meeting  patrolmen  on  their  posts.  The  patrol- 
nen  should  likewise  be  required  to  record  in  their  memorandum  books  the 
ime  and  place  of  meeting  their  superior  officers.  These  reports  should  be 
•becked  against  each  other  by  the  captains  of  the  districts  from  time  to  time. 

jity  Without  a  Reserve  Force 

The  force  is  divided,  in  accordance  with  law,  into  three  platoons.  The 
olatoons  are  on  duty  as  follows: 

From  8  A.  M.  to  4  P.  M.,  with  105  men  on  patrol. 
From  4  P.  M.  to  12  midnight,  with  210  men  on  patrol 
From  12  midnight  to  8  A.  M.,  with  210  men  on  patrol 

Except  in  certain  precincts  which  are  equipped  with  small  automobile 
unabouts  to  which  patrolmen  are  assigned  during  each  eight  hours,  and  the 
notor  patrol  service,  the  city  is  without  any  reserve  force.  Thus,  in  the 
vent  of  a  real  emergency,  the  department  would  be  required  to  dispatch 
he  patrol  wagons  throughout  the  city  to  collect  the  policemen  on  patrol, 
rbicb  would  cause  considerable  delay  and  then  provide  only  a  compara- 
ively  small  number  of  men.  That  the  city  is  without  a  reserve  force  is  not 
ue  to  any  misunderstanding  by  the  chief  and  his  officers  of  the  value  of  a 
eserve  force  in  police  work,  but  is  due  directly  to  the  charter,  which  estab- 
shes  an  eight-hour  working  day,  thus  preventing  the  chief  from  requiring 
he  patrolmen  to  remain  on  reserve. 

The  efficiency  of  the  police  service  can,  in  some  degree,  be  determined  by 
he  answers  to  the  questions :  How  many  policemen  can  be  assembled  for  use 
t  a  riot  or  for  emergency,  and  how  quickly  can  they  be  dispatched  to  the 
:ene  of  trouble?  It  would  be  difficult  for  any  police  official  in  the  city  of 
an  Francisco  to  answer  these  questions  definitely.  While  they  could  guess 
ie  minimum  number  that  could  be  assembled,  no  estimate  could  really  be 
iven  as  to  the  speed  with  which  they  could  be  assembled  at  any  one  point, 
cause  of  the  absence  of  any  flashlight  system  or  reserve  force.  Experts  on 
olice  administration  are  practically  agreed  that  a  police  department  should 
ever  have  less  than  20  per  cent  of  its  entire  force  on  reserve  duty.  In  dis- 
issing  the   establishment  of  a  reserve  force,  it  is  to  be  remembered  that 
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reserve  duty  merely  means  sleeping  at  a  police  station.  While  it  is  consid- 
ered that  sleeping  at  a  station  would  not  mean  work,  nevertheless  it  is  the 
opinion  of  the  city  officials  that  in  order  to  establish  a  proper  reserve  force 
in  the  San  Francisco  police  department  it  would  be  necessary  to  amend  the! 
charter.  Therefore,  it  is  not  only  recommended,  but  strongly  urged,  in  the] 
interest  of  efficient  police  service  and  as  a  means  of  furnishing  ample  police 
protection  to  the  citizens  of  San  Francisco,  that  the  charter  be  amended  so 
as  to  permit  the  chief  of  police  to  require  every  member  of  the  force  to 
serve  on  definite  hours  of  reserve. 

A  reasonably  large  reserve  force  could  be  maintained  by  adopting  a| 
central  reserve  plan  instead  of  having  a  small  group  sleeping  in  all  stations 
throughout  the  city,  so  that  a  large  number  would  be  housed  in  two  or  three 
of  the  more  important  police  stations.  To  do  this  it  would  only  be  necessary 
that  each  policeman  sleep  at  the  central  reserve  stations  one  or  two  nights  a 
month.  Practically  all  of  the  stations  are  equipped  with  adequate  space  for 
use  as  dormitories. 

The  commission  should  adopt  a  rule  preventing  sergeants  or  captains 
from  calling  a  man  from  reserve  except  in  a  genuine  emergency. 

Method  of  Promulgating  Rules 

The  rules  are  printed  in  a  book  which  is  called  the  "Departmenl 
Manual".  This  manual  was  compiled  and  issued  to  the  force  in  the  yeai 
1915.  Each  member  is  supplied  with  a  copy  and  is  expected  to  carry  it  witl 
him  at  all  times.  Important  amendments  to  the  rules  are  issued  to  the  com 
manding  officers  in  typewritten  form  and  are  read  to  the  force  at  outgoing 
roll  calls.  No  provision  is  made  for  providing  each  member  of  the  forcf 
with  a  copy  of  the  amendments.  Orders,  special  and  general,  and  alarms  foi 
missing  and  wanted  persons  are  issued  in  the  same  manner.  This  practic 
is  defective  because  it  does  not  provide  the  members  of  the  force  with  mean 
of  keeping  informed  as  to  changes  in  the  rules,  orders,  and  alarms  for  miss 
ing  and  wanted  persons.  It  is,  therefore,  recommended  that  in  future  a 
such  time  as  the  rules  are  amended,  the  amendments  should  be  printed  upoi 
loose  leaves  and  furnished  to  each  member  of  the  force,  so  that  they  may  b< 
inserted  in  their  binders  in  the  proper  places. 

Daily  or  Weekly  Printed  Bulletin  Should  Be  Provided 

In  order  to  keep  the  force  properly  informed  of  matters  affecting  th 
administration,  and  more  particularly  to  keep  the  detectives  informed  witl 
reference  to  persons  wanted  for  commission  of  crime,  there  should  be  issued 
daily  or  weekly,  printed  bulletins  to  the  force.  This  bulletin  should  contai 
all  orders,  special  and  general,  and  descriptions  of  persons  wanted.  1 
important  cases,  the  photographs  of  persons  wanted  should  also  appear  i 
the  bulletin.  If  the  department  of  public  safety  is  established,  as  recom 
mended  elsewhere  in  this  report,  there  should  be  provided  a  small  printiu 
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iress  which  should  do  all  of  the  printing  for  the  department.  At  any  rate, 
orovision  should  be  made  for  furnishing  the  force  with  printed  bulletin 
jervice. 

Vlethod  of  Procedure  for  Appointing  and  Supervising 
Special  Patrolmen  Defective 

Pursuant  to  charter  provisions,  the  board  of  commissioners  is  empowered 
0  appoint  what  arc  termed  "special  police  officers".  The  board  has  estab- 
ished  three  classes  of  special  policemen,  namely,  "patrol  specials",  "special 
)fficers"  and  "first  aid"  policemen.  The  patrol  specials  serve  as  private 
vatchmen  and  are  appointed  at  the  request  of  property  holders  who  agree 
o  retain  the  patrolmen  to  watch  their  property.  They  are  paid  by  the  per- 
sons engaging  their  services  and  are  required  to  travel  over  a  given  or 
ixed  post.     There  are  481  "patrol  specials". 

"Special  officers"  are  appointed  upon  the  petition  of  the  eorporation  or 
inn  by  whom  they  are  to  be  employed.  The  character  of  their  service 
litters  from  that  of  the  patrol  specials  in  that  they  are  permitted  to  per- 
ioral duty  in  any  part  of  the  city  at  the  direction  of  their  employers.  There 
ire  approximately  108  special  officers,  of  which  number  54  are  employed  by 
,he  street  railway  corporation. 

"First  aid  policemen",  of  whom  there  are  60,  are  citizens  who  volunteer 
heir  services  as  aids  in  the  enforcement  of  speed  and  traffic  regulations, 
rhey  are  not  to  make  arrests,  but  merely  to  note  violations  observed  by  them 
nd  to  report  the  same  to  the  police  department. 

While  it  is  intended  that  the  patrol  specials  and  special  officers  shall  be 
inder  the  supervision  of  the  superior  officers  of  the  department  and  subject 
o  the  rules  and  regulations  of  the  board  of  commissioners,  the  fact  is  that 
hey  receive  little  or  no  supervision  after  appointment.  Specials  are  ap- 
■ointed  for  places  having  licenses  to  sell  liquor,  many  of  which  are  regarded 
y  the  police  department  as  disorderly. 

The  whole  procedure  with  relation  to  the  appointment  and  supervision  of 
hese  various  forms  of  special  officers  is  most  defective  and  should  be 
mended  so  as  to  provide  for  proper  control,  both  in  the  matter  of  selec- 
lon  and  supervision. 

To  Appointment  Should  Be  Made  for  Railroad  Corporations, 
Detective  Agencies,  Etc. 

That  the  employer  of  a  special  officer  is  not  liable  or  responsible  for  the 
vert  acts  or  omissions  or  errors  committed  by  special  officers  under  his 
nploy  has  been  decided  by  the  highest  courts  in  a  number  of  states.  The 
mrts  have  held  that  special  officers  bear  the  same  relation  to  the  city  as  do 
te  regularly  appointed  and  paid  city  policemen.  Thus,  notwithstanding 
i at  special  officers  are  the  personal  selection  of  the  persons  requesting  their 
)pointment   and  serve   directly  under  their   control,   performing   only   such 
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services  as  they  suggest  or  desire,  the  employers  are  relieved  of  all  responsi 
bility  for  any  irrgular  acts  that  the  special  officer  may  commit,  thereby  offer 
ing  no  protection  to  the  citizen  who  may  be  the  victim  of  the  malice  or 
error  of  the  special  officer,  beyond  the  right  to  sue  the  officer  himself.  This, 
wholly  aside  from  the  fact  that  the  city  should  be  slow  to  vest  police  powers 
in  citizens  who  operate  independently  of  the  control  of  the  regular  officers 
of  the  department,  should  cause  the  board  of  commissioners  to  exercise 
greater  care  in  the  methods  of  selecting  special  officers  and  to  refuse  to 
appoint  men  for  corporations  which  may  utilize  their  services  for  their 
private  gain  rather  than  as  added  police  protection  to  the  community.  It  is, 
the  experience  of  most  cities  that  the  fewer  special  police  officers  appointed, 
the  better,  because  of  the  possibilities  of  abuse  of  powers  vested  in  special 
officers. 

Therefore,   it   is  recommended  that  the   procedure    with   relation   to   the! 
appointment  and  supervision  of  special  officers  be  changed  so  as  to  provide: 

1 — Only  one  class  of  special  officers  to  be  known  as  special  patrolmen, 
and  that  a  more  complete  and  detailed  history  of  the  persons  desir- 
ing appointment  be  obtained  than  at   present. 

2 — That  no  appointments  be  made  of  employees  of  holders  of  liquor 
licenses,  detective  agencies,  or  street  railroad  companies. 

3 — That  no  appointment  be  made  unless  the  applicant  is  able  to  furnish 
a  penal  bond  of  not  less  than  $2,000. 

4 — That  the  uniform  to  be  worn  by  special  patrolmen  be  of  a  design 
created  by  the  police  department,  and  one  which  will  be  vastly  dif- 
ferent from  that  of  the  regular  force. 

5 — That  the  shield  be  of  a  special  design  of  a  distinctly  different  type 
from  the  regulation  department  shield,  and  that  the  number  of  the 
officer  be  conspicuously  displayed  thereon. 

6 — That  the  regulations  require  the  employer  to  agree  that  at  such  times 
as  the  special  policeman  is  not  upon  duty,  his  shield  and  revolver 
will  not  be  carried  by  the  officer,  but  will  be  in  the  custody  of  the 
employer,  or  a  representative  designated  for  this  purpose. 

7 — That  all  special  policemen  make  a  written  report  regularly  to  be 
delivered  in  person  by  them  to  the  commanding  officer  of  the  pre- 
cinct in  which  they  perform  duty,  or  if  their  services  are  of  a  gen- 
eral character,  to  the  commanding  officer  of  the  precinct  in  which 
they  reside,  this  report  to  be  made  upon  a  standard  printed  form 
and  to  contain  detailed  information  concerning  the  kind  of  serv- 
ices rendered,  the  arrests  made,  and  such  other  information  as  might 
be  of  statistical  value  to  the  police  department. 

Commissions  of  Safety-First  Officers  Should  Be  Revoked. 

The  sixty  "safety-first"  officers  are  given  special  police  shields.     While 
the  chief  of  police  should  endeavor  at  all  times  to  secure  citizen  co-operation 
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in  tin-  enforcement  of  laws  and  ordinances,  and  the  general  public  should  be 
encouraged    to    report    conditions   observed,    nevertheless,    it    is   against   good 
police  practice  to  distribute  police  shields  to  various  groups  upon  the  theory 
thai   they   will   perform   police  services.     The  citizens  who   have   been  desig- 
nated as  safety-first  officers  could  co-operate  with  the  police  department  just 
eiently   without   their  being  sworn   as  safety-first    officers.      It   is  there- 
recommended    that    this   form   of  police   service    be   abolished    and   that 
ommands  of  these  special  officers  be  revoked. 

Adoption  of  an  Ordinance  Requiring  License  of  Watchman 
Recommended 

In    addition    to   the    patrol    specials    and    special   officers,    there   are   three 
jorporations  or  linns  operating  in  the  city  which  furnish  a  patrol  or  watch- 
nan  service.     Certain  of  these  agencies  uniform  their  employees  and  furnish 
them  with  badges.    The  employees  of  these  companies,  in  addition  to  serving 
is  watchmen,  lender  other  kinds  of  service,  in  that  they  light  electric  signs 
of  their  clients  in  the  evening  and   extinguish   the   lights  at   certain  hours, 
place  showcases  within  doors  at  certain  hours,  and  so  on.     While  the  Avork 
performed  by  these  watchmen  is,  of  course,  an  aid  to  the  police  department 
}f  the  city  and  a  kind  of  service  not  to  be  discouraged,  yet  it  is  a  business 
which  should  be  regulated.     The  employees  of  these  corporations  are  patrol- 
ing  the   street  all   during   the   night    hours   and   frequently   are   required   to 
inter  the  shops  or  houses  of  their  clients,  thus  making  is  necessary  for  the 
)olice    department    to    have    complete    information    concerning    the    persons 
employed  by  these  agencies  and  to  exercise  a  certain  amount  of  supervision 
>vt-r  their  work.    Burglaries  have  been  committed  in  cities  by  men  who  posed 
is  members  of  certain  patrol  companies  and  indeed  wore  the  uniforms  pro- 
ided  for  such  watchmen.     Therefore,  it  is  recommended  that  the  supervisors 
idopt    an    ordinance    requiring    that    all    corporations    furnishing    watchman 
ervice  shall  be  registered  with  the   police   department  and  that  their  em- 
)loyees    shall    be    required    to    obtain    a    certificate    of    registration.      Each 
mployee  should  be  required  to  furnish  the  police  with  twTo   copies  of  his 
motograph,   one   to   be   attached   to   the   certificate   of  registration   and  the 
econd  to  be  retained  at  police  headquarters  attached  to  the  application  for 
he  certificate.     The  watchman  should  also  be  required  to  place  his  signature 
pon  the"  certificate.     The  ordinance  should  require  that  all  watchmen  when 
n  dut}'  carry  their  certificate  of  registration  and  show7  it  to  any  member 
f  the  police  force  upon  demand. 

It  is  further  recommended  that  these  agencies  be  required  to  submit  the 
esign  of  their  uniform  and  badges  to  the  police  department  for  approval 
efore  adoption.  This  is  recommended  in  order  that  no  uniform  or  shield 
hall  be  adopted  for  private  use  which  in  any  manner  resembles  the  regula- 
ion  police  equipment.  In  order  to  cover  the  expense  involved  in  the  regis- 
tration of  these  watchmen,  a  nominal  fee  should  be  charged  for  each  certifi- 
ate,  which  should  be  paid  to  the  financial  officers  of  the  city.     In  order  to 
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avoid  confusion  these  corporations  should  be  required  to  abandon  the  use  of 
the  word  "patrol"  in  connection  with  the  official  titles  and  their  employees 
should  be  known  as  public  watchmen  rather  than  patrolmen. 

Co-operation  With  Other  City  Departments  Said  to  Be  Good 

The  rules  require  that  policemen  shall  report  all  conditions  observed 
them  on  their  posts.     It  was  said  by  some  of  the  administrative  heads 
several  city  departments  that  the   co-operation  between  the  police   depai 
ment  and  their  departments  in  this  respect  was  good.     The  procedure  ft 
reporting  these  conditions  is  in  accordance  with  approved  methods,  but 
special  report  forms  are  provided  on  which  to  make  the  reports.     The  pre 
tice  is  for  the  patrolman  to  report  such  conditions  orally  to  the  desk  office 
who  in  turn  prepares  a  report  which  is  forwarded  to  the  chief  clerk  at  heac 
quarters.     The  chief  clerk  then  notifies  the  departments  having  jurisdictioi 
There  are  no  records  available  which  would  serve  to  show  the  relative  effi- 
ciency of  the  patrolmen  in  reporting  upon  street  conditions.     Nothing  in  the 
way  of  a  stimulus  is  provided  to  encourage  patrolmen  to  note  conditions  and 
to   report   faithfully   and  intelligently,  nor  is  their   diligence   in   this   work 
checked  up  by  the  lieutenants  or  sergeants. 

While  it  is  recognized  that  the  policeman  should  be  a  reporter  of  condi- 
tions and  that  because  of  his  constant  walking  back  and  forth  over  a  given 
territory  day  in  and  day  out  with  no  other  duties  than  to  observe,  no  one  is 
better  qualified  to  report  upon  street  conditions  than  he,  yet  in  but  few 
cities  is  this  done  intelligently.  The  ambition  of  every  police  force  should  be 
to  create  friendly  relations  between  citizens  and  patrolmen  and  a  proper 
appreciation  of  the  functions  of  the  police,  and  thus  raise  the  dignity  of  the 
force  in  the  estimation  of  the  public.  It  is  necessary  that  the  policeman  bt 
carefully  trained  to  observe  and  report  upon  conditions,  that  he  be  encour- 
aged by  being  rewarded  through  efficiency  ratings  for  intelligent  reporting, 
that  he  be  made  to  understand  that  efficiency  in  police  work  does  not  neces- 
sarily mean  the  making  of  many  arrests.  His  contact  with  the  public  on  his 
post  should  be  such  as  to  establish  a  feeling  of  respect  and  friendliness  rathei 
than  hostility. 

Reports  of  Policemen  Should  Be  Carefully  Reviewed 

To  encourage  policemen  to  report  conditions  observed  by  them  promptly 
and  intelligently,  and  to  bring  about  a  good  system  of  reporting,  would  bt 
of  little  value  to  the  city  or  to  the  policemen  unless  the  reports  were  property 
reviewed  and  acted  upon.  The  principal  need  for  successful  administratioi 
is  a  scientific  collection  of  information  as  to  conditions  in  all  branches  of  tin 
government,  the  analysis  and  review  of  this  information  and  the  co-opera 
tion  of  all  city  departments  to  bring  about  action  which  will  remedy  ba*. 
conditions.  The  policeman  who  reports  a  broken  sidewalk  three  or  fow 
times  and  then  ultimately  finds  that  no  action  is  taken  to  remedv  the  con 
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[ition,  will  soon  lose  his  enthusiasm  and  will  probably  neglect  to  report  in 
he  future.     The  policeman   who  reports  the  violation  of  an  ordinance  only 

0  find  that  t lie  branch  of  the  city  government  whose  function  it  is  to  prose- 
ute  neglects  to  act,  will  soon  lose  his  faith  in  that  branch  of  the  government. 
dins,  to  make  the  policemen  of  San  Francisco  alert,  efficient  and  useful  eyes 
nd  ears  of  the  city  government,  it  is  necessary  that  the  police  commissioner 
npress  upon  the  administrative  heads  of  other  city  departments  the  need 
or  co-operation  with  the  police  department. 

The  policemen  should  be  furnished  with  a  convenient  means  of  report- 
Lg  through  intelligently  drawn  forms  and  they  should  be  rewarded  for  their 
etivity  in  this  direction.  Therefore,  it  is  recommended  that  the  present 
tyle  of  memorandum  book  carried  by  the  policemen  be  abandoned  and  in  its 
lace  substituted  a  standard  loose-leaf  memorandum  in  which  the  policemen 
hall  be  required  to  carry  special  printed  forms  upon  which  to  report  con- 
itions  observed.  These  reports  should  include,  among  others,  the  following 
inns  : 

,    Report  of  highway  accidents. 
Report  of  unusual  occurrences. 

1  Report  of  gas  and  electric  outrages. 

Eeport  of  street  pavement  and  sidewalk  conditions. 
Report  of  arrests. 
',   Report  of  violations  of  corporation  ordinance. 

These  report  forms  should  be  printed  so  as  to  permit  the  patrolmen  to 
je  cheek  marks  instead  of  having  to  write  lengthy  reports.  The  forms  in 
ie  by  the  police  department  of  the  City  of  New  York  are  suggested  as 
.odels  from  which  to  draft  the  forms  for  the  City  of  San  Francisco.  Copies 
•  these  forms  will  be  found  in  the  section  of  this  report  headed  "Records 
id  Reports".  When  these  reports  are  delivered  to  the  desk  officer,  they 
lould  be  copied  upon  special  forms  and  the  originals  retained  at  the  station- 
luse  and  filed  in  the  envelope  of  the  policeman  making  them.  At  the  end 
(  the  month  these  reports  should  be  examined  by  the  captain  and  used  as  a 
'.  ide  in  giving  efficiency  ratings.  In  order  that  the  patrolmen  and  the  ser- 
{jants  may  be  kept  informed  as  to  the  conditions  reported  on  their  respective 
1  sts  and  to  avoid  unnecessary  duplication  of  reports,  a  bulletin  board 
1  closed  in  a  glass  frame  in  which  should  be  posted  a  list  of  matters  reported 
i  affecting  the  several  posts  should  be  maintained  in  each  station-house. 
-  is  bulletin  board  should  be  under  lock  and  key  and  no  information  posted 
i  on  it  except  with  the  proper  authorization.  Before  each  roll  call  the 
1  trolmen  and  sergeants  should  be  required  to  enter  in  their  memorandum 
loks  from  the  notices  posted  upon  this  bulletin  all  matters  affecting  their 
I'ipective  posts. 
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Policemen  Should  Be  Used  to  Deliver  Communications 
Between  City  and  Taxpayers 

To  establish  the  proper  feeling  between  the  citizens  and  the  policemen 
they  should  be  brought  into  closer  contact.  The  visit  of  the  policeman  to  i 
house  on  his  post  should  not  necessarily  mean  trouble  to  the  householder 
The  desired  contact  could  be  brought  about  and  result  not  only  in  economy 
but  also  in  a  better  understanding  of  the  functions  of  the  police  if  the  variou 
city  departments  would  use  the  services  of  the  police  in  distributing  litera 
ture,  pamphlets,  and  communications  to  taxpayers.  For  example,  if  the  fuN 
chief  desired  to  notify  property  owners  of  the  location  of  fire  boxes  and  wan 
them  against  practices  tending  to  increase  fire  risk,  he  could  put  such  noticei 
in  the  form  of  a  pamphlet  which  could  be  delivered  to  the  police  departmen 
and  distributed  throughout  the  city  by  patrolmen  on  their  respective  postsj 
If  the  sealer  of  weights  and  measures  desired  to  send  a  message  to  the  house 
wives  warning  them  of  some  newly  discovered  dishonest  practice,  he  coul*' 
do  likewise.  Indeed  with  good  results,  the  police  department  itself,  froi 
time  to  time,  could  and  should  circularize  householders  advising  them  agains 
the  use  of  practices  encouraging  thefts  and  burglaries. 

License  and  Permit  Division  Should  Be  Abolished 

A  bureau  of  permits  and  registration  is  operated  in  connection  with  th 
police  department  under  the  supervision  of  a  sergeant  of  police.  Seve 
patrolmen  are  assigned  to  this  bureau  in  addition  to  the  sergeant,  and  a 
perform  clerical  service  in  connection  with  the  removal  and  revocation  c 
permits  and  licenses.  While  the  work  of  this  bureau  is  efficiently  performe 
and  its  records  are  well  kept,  yet  as  will  be  found  discussed  in  the  repoi 
on  the  survey  of  the  financial  offices  of  the  city,  all  licenses  should  be  issue 
and  controlled  by  the  financial  officers  of  the  city.  Therefore,  it  is  recon 
mended  that  this  division  be  abolished  and  that  the  policemen  detailed  to 
be  remanded  for  active  patrol  service.  To  do  this,  it  will  probably  be  nece 
sary  to  amend  the  charter.  The  procedure  recommended  for  the  issuant 
of  licenses  will  be  found  in  the  report  on  the  tax  collector's  office.  It 
only  necessary  to  point  out  in  this  report  that  it  is  important  for  the  polio 
department  to  retain  the  right  of  approval  or  disapproval  of  all  licenses  aD 
permits.  Applications  made  to  the  tax  collector  for  licenses  should  be  rl 
ferred  automatically  to  the  police  department,  and  by  the  chief  clerk  referre 
for  investigation  and  report  to  the  commanding  officer  of  the  district  : 
which  the  premises  or  persons  to  be  licensed  are  located.  The  record  shou 
go  through  official  channels  and  be  approved  or  disapproved  by  the  chie 
These  reports  should  then  be  forwarded  to  the  tax  collector,  who  would  a 
upon  the  recommendation  of  the  police  department. 

If  it  is  deemed  unwise  to  transfer  this  function  by  charter  amendmei 
it  is  recommended  that  the  policemen  detailed  to  this  bureau  be  remanded 
police  service  and  the  bureau  operated  by  civilian  clerks  under  the  supej 
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ision  of  a  sergeant  of  police.  It  is  also  recommended  that  a  more  convenient 
ml  economical  met  hod  of  preparing  card  records  be  adopted.  It  is  sug- 
ested  that  instead  of  typing  individual  cards  where  more  than  one  card  is 
Bed,  a  lighter  weight  card  be  used  and  carbons  made.  These  index  cards 
in  be  obtained  in  strips  containing  ten  or  twelve  cards  with  long  carbon 
trips  which  can  be  handled  in  the  typewriter  much  more  easily  and  rapidly 
um  the  still'  cards  now  used. 

Traffic  Division 


A  traffic  squad,  to  which  fifty-six  members  of  the  force  are  attached,  is 
rider  the  supervision  of  a  sergeant  who  is  enthusiastic  in  his  work,  and  who 
as  devoted  considerable  time  to  a  study  of  the  traffic  problems  of  the  city, 
he  traffic  men  are  selected  by  the  chief.  As  there  is  no  school  for  recruits 
ad  no  course  of  training  for  policemen,  they  receive  no  special  training 
icept  such  as  is  given  them  by  the  sergeant  in  charge  of  the  traffic  squad. 

There  are  eighteen  foot  posts,  seven  mounted  posts,  and  four  motorcycle 
osts.  Some  of  these  posts  are  covered  from  7  :30  a.  m.  to  3  :30  p.  m.,  some, 
a.  m.  to  5  p.  m.,  others,  8  a.  m.  to  4  p.  m.,  and  still  others,  10  a.  m.  to 
:15  p.  m.     No  crossings  are  protected  during  the  night  or  on  holidays. 

raffic  Laws  and  Ordinances  Inadequate 

The  traffic  problem  of  the  city  is  made  especially  difficult  because  of  the 
ck  of  ordinances  prohibiting  left-hand  turns,  turns  in  the  middle  of  the 
jreet  and  the  making  of  turns  at  crossings  without  regard  to  the  signals 
.  the  traffic  men. 

;  It  is  therefore  recommended  that  a  committee  of  the  board  of  super- 
iors be  appointed  to  study  traffic  conditions  with  a  view  to  redrafting 
le  ordinances  so  as  to  empower  the  traffic  policemen  to  obtain  better  results. 
-  is  suggested  in  this  connection  that  the  committee  designate  the  sergeant 
i  charge  of  the  squad  to  prepare  a  detailed  report  with  recommendations 
ir  amendments  to  the  present  ordinances  and  additional  provisions.  In  the 
leparation  of  this  report,  the  sergeant  of  traffic  should  study  carefully  the 
finances  of  the  cities  of  New  York,  Chicago,  St.  Louis  and  Detroit,  as  in 
tsse  ordinances  many  provisions  will  be  found  which  can  be  made  applicable 
t  the  city  of  San  Francisco. 

In  order  to  maintain  a  complete  record  of  the  complaints  made  against 
civers  of  vehicles  by  traffic  officers,  a  card  report  is  kept  at  the  office  of 
t>  traffic  division  upon  which  are  posted  all  complaints  received  and  all 
v  rnings  issued  or  arrests  made.  One  policeman  is  detailed  to  maintain 
t  s  record.  This  record  would  be  unnecessary  and  a  better  and  more 
cnplete  record  would  be  obtained  if,  in  amending  the  ordinances,  the 
s  >ervisors  provide  that  all  drivers,  whether  owners  of  vehicles  or  public 
fr?kmen,   be   required  to   obtain   a   license   upon  which   should   appear   the 
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photograph  of  the  person  licensed.  On  the  back  of  the  license  should 
ample  space  with  printed  headings  for  a  record  of  all  complaints  made] 
against  the  holder  of  the  license  or  the  arrests  made.  Thus,  each  license 
would  of  itself  constitute  a  complete  record. 

Police  Courts  Do  Not  Co-operate 

As  evidenced  by  an  analysis  of  the  records  of  arrests  and  dispositioi 
it  is  apparent  that   one   of  the  principal   difficulties  Avith   reference   to  tl 
regulation  of  traffic  is  the  inability  of  the  traffic  officers  to  secure  the 
operation  of  the  police  court  judges  in  their  effort  to  reduce  the   amoi 
of  reckless  driving  and  irregular  practices  with  relation  to  the  rules  of  tl 
road.     During  the  fiscal  year  1914-15,  the  traffic  officers   made   142  arres 
for  automobile  speeding  in  the  congested  sections  of  the  city.     Of  the  14 
cases,  134  were  dismissed  in  the  police  courts  without  punishment,  and  oi 
eight  were  convicted.     The  total  of  the  fines  imposed  in  these   eight  c 
was  $45.     One  offender  was  given  a  short  jail  sentence.     In  other  words,  bui 
5  per  cent  of  the  cases  brought  to  the  police  court  resulted  in  convictions 
This  would  account  in  a  large  measure  for  the  reckless  speed  of  the  auto 
mobiles  driven  through  Market  street.     If  the  traffic  officers  cannot  securi 
the  co-operation  of  the  court  in  speed  cases,  especially  in  the  congested  dis 
trict,   surely  it  is  useless  for  them  to   attempt  to  enforce   the   many   othe 
rules  of  the  road  with  relation  to  irregular  practices. 

Reduction  in  Cost  of  Traffic  Regulation  Could  Be  Effected 

The  cost  of  regulating  traffic  could  be  reduced  if  at  least  two  or  thre 
additional  automatic  crossing  signals  were  installed  similar  to  the  one  i 
use  at  Sixth  and  Market  streets.  The  introduction  of  these  signals  at  th 
more  congested  crossings  on  Market  street,  while  representing  some  expend 
ture  of  money  for  installation,  would  prove  economical  because  it  wouL 
reduce  the  number  of  men  necessary  to  regulate  traffic  on  this  busy  thoi 
oughfare. 

The  traffic  detail  on  Market  street  immediately  in  front  of  the  Palac 
Hotel  and  the  detail  in  front  of  the  Emporium  should  be  reduced  to  on 
man.  To  improve  traffic  conditions  with  relation  to  commercial  vehicle; 
the  recommendation  of  the  sergeant  in  charge  of  the  traffic  with  relatio 
to  the  opening  of  Berry  street,  from  Second  to  Third,  should  be  adopted. 

While  the  streets  as  laid  out  do  not  permit  of  a  general  plan  of  one-wa 
streets,  nevertheless  a  study  should  be  made  to  ascertain  the  streets  whic 
may  be  utilized  for  traffic  in  one  direction. 

Traffic  Division  Should  Not  Be  Charged  With  Policemen 
Who  Are  Not  Performing  Traffic  Duty 

While  fifty-six  policemen  are  carried  on  the  roster  of  the  traffic  squat 
there    are,    in    fact,    but    fifty-one    who    perform    traffic    duty,    the    other   fi\ 
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being  detailed  to  the  Chinatown  squad  and  detective  bureau.  These  men 
should  be  transferred  from  the  traffic  squad  at  once  and  carried  upon  the 
detective   bureau   roster. 

Provision  Should  Be  Made  for  Training-  the  Traffic  Men 

While  it  is  considered  that  the  traffic  problem  of  San  Francisco,  because 
of  the  geography  of  the  city  is,  to  say  the  least,  difficult  to  handle,  never- 
theless the  absence  of  training  of  the  members  of  the  traffic  squad  does  not 
help  to  solve  the  problem.  A  lack  of  discipline  among  the  traffic  men  was 
observed.  Only  too  frequently  they  were  observed  standing  in  the  middle 
of  the  street   in  conversation  with  other  police  officers  or  citizens. 

It  is  therefore  recommended  that  the  chief  of  police  obtain  from  the 
inspector  in  charge  of  the  police  school  of  instruction  in  the  City  of  New 
York  a  copy  of  tin  plan  of  instruction  for  traffic  service  and  require  the 
traffic  men  to  he  instructed  in  their  duties.  It  is  likewise  recommended 
that  the  sergeant  in  charge  of  the  squad  enforce  better  discipline.  In  this 
connection,  it  is  important  that  the  commissioners  should  sit  as  a  trial  board 
to  co-operate  with  the  sergeant  by  imposing  adequate  sentences  upon  police- 
men complained   of  by  the  sergeant  in  charge  of  the  squad. 

The  Bureau  of  Vehicular  Inspection  Should  Be  Abolished 

A  separate  division  of  the  police  department  is  maintained  as  a  bureau 
of  vehicular  inspection.  This  bureau  is  under  the  supervision  of  a  sergeant 
and  two  police  officers  are  detailed  to  assist  him.  Their  principal  function 
is  the  investigation  of  applicants  for  hack-stand  permits,  and  the  regulation 
of  hacks  at  these  stands.  In  addition,  they  are  required  to  inspect  taximeters 
and  perform  special  services  in  connection  with  the  regulation  of  traffic  at 
large  assemblages. 

It  is  recommended  that  this  bureau  be  abolished  and  that  the  procedure 
in  the  investigation  of  hack-stand  permits  be  handled  through  regular  police 
channels  by  the  captain  of  the  district  in  which  the  stands  are  to  be  located. 
Applications  made  to  the  mayor's  office  and  referred  to  the  police  department 
should  be  referred  to  the  district  in  which  the  stand  is  located,  investigated 
by  the  officers  of  that  district,  reported  upon  in  writing,  and  returned  to  the 
mayor's  office  approved  or  disapproved.  If  the  stands  are  to  be  located  in 
the  district  covered  by  traffic  officers,  investigations  should  be  conducted 
dirough  the  traffic  division.  All  work  performed  by  officials  attached  to  this 
oureau  in  connection  with  the  regulation  of  hack  drivers  and  hacks  should 
oe  under  the  immediate  supervision  of  the  sergeant  in  charge  of  the  traffic 
squad.  It  is  wholly  unnecessary  to  maintain  any  separate  bureau  for  this 
.unction. 

The  inspection  and  supervision  of  taximeters  are  functions  which  should 
)e  performed  by  the  department  of  weights  and  measures,  and  it  is  therefore 
'ecommended  that  the  ordinance  be  amended  so  as  to  place  all  taximeters 
mder  the  jurisdiction  of  the  sealer  of  weights  and  measures. 
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Detective  Bureau 


The  detective  service  of  the  department  is  organized  into  a  separate 
bureau  known  as  the  "Detective  Bureau."  It  is  under  the  supervision  of  a 
captain  of  detectives  who  receives  $3,000  per  year. 

Method  of  Selecting  Detectives 

As  already  pointed  out,  the  charter  requires  that  the  captain  of  detectives 
be  selected  from  among  the  captains  of  policemen.  The  amendment  of  this 
section,  so  as  to  provide  that  the  chief  may  select  any  member  of  the  depart- 
ment as  the  head  of  the  bureau  to  serve  during  efficient  service  within  the1 
discretion  of  the  chief,  is  recommended.  Section  6  of  Chapter  5  of  the  charter 
provides  that  the  "chief  may  detail  for  detective  duties  such  members  of  the 
department  as  he  may  select,  not  to  exceed  twenty-five.  He  shall  designate 
the  captain  of  police  to  act  as  captain  over  the  officers  so  detailed,  who  shall 
receive  an  annual  salary  of  $3,000.  Such  captain  shall  rank  as  captain  of 
detectives,  and  his  duties  shall  be  defined  by  the  commissioner  and  by  thei 
chief  of  police.  The  members  so  detailed  shall  be  known  and  ranked  as 
detective  sergeants.  Each  of  said  detective  sergeants  shall  receive  an  annual 
salary  of  $1,800.    They  may  be  relieved  at  any  time  from  such  detail  by  the 

chief  of  police "     Thus,   the   charter   attempts  to   determine   the 

detective  needs  of  the  city  and  impose  a  prohibition  against  enlarging  the 
force  of  the  detective  bureau.  While  the  method  for  selecting  and  removing 
detectives  provided  by  the  charter  is  in  accordance  with  good  practice,  the 
provision  establishing  the  maximum  number  of  detectives  and  fixing  their 
salary  is  to  be  condemned.  The  establishment  of  salaries  is  a  matter  for 
the  local  legislative  body  and  not  charter  provision,  while  the  determination 
as  to  the  need  of  detective  service  is  purely  an  administrative  matter  which 
should  be  made  by  the  administrative  heads  and  the  chief  of  police.  It  is 
impossible  to  determine  by  statute  what  the  detective  needs  of  a  community 
will  be  from  day  to  day,  month  to  month,  or  year  to  year.  Therefore,  it 
is  recommended  that  as  much  of  this  section  of  the  charter  as  relates  to  the 
salary  of  detectives  and  fixes  the  maximum  number  to  be  selected,  be  re- 
pealed. 

While  it  is  clearly  the  intent  of  the  charter  provision  to  limit  the  police 
department  to  25  detectives,  the  detective  service  as  at  presentt  maintained 
has  a  personnel  three  times  as  large  as  the  charter  provides.  Although  there 
are  but  25  detective  sergeants  receiving  the  salary  of  $1,800  per  year,  there 
are  detailed  to  this  bureau,  in  addition,  2  lieutenants,  4  sergeants,  2  corporals, 
and  38  patrolmen  (not  including  patrolmen  assigned  to  the  bureau  of  crimi- 
nal identification),  making  the  total  force,  exclusive  of  the  captain,  71,  B£ 
follows : 

1  Captain  of  detectives 

2  Lieutenants 
4  Sergeants 
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25  I  >etective  sergeants 

2  Corporals 
38  Patrolmen 

3  Civilian  stenographers 
3  Civilian  chauffeurs 

The  members  of  the  bureau  are  assigned  to  duties  as  follows: 

9  To  the  "bunco"  and  pickpocket  detail 
7  To  the  pawnshop  detail 
5  To  the  check  and  bank  detail 
2  To  the  automobile  detail 
29  To  general  work 

1  In  charge  of  Chinatown  squad 

2  To  the  white  slave  bureau 
2  To  the  hotel  detail 

5  To  the  captain's  office 
1  To  the  mayor's  office 
1  To  the  chief's  staff 

6  To  clerical  work  in  the  bureau  and  general  business  office 
1  In  charge  of  the  retail  shopping  district 

Plain-Clothes  Men  Perform  Detective  Service 

In  addition  to  the  members  assigned  to  the  detective  bureau  there  are  also 
20  patrolmen  assigned  to  duty  in  plain  clothes  in  the  police  districts.  These 
plain-clothes  men  ope)  ate  under  the  captains  of  their  respective  commands 
and  perform  detective  functions,  but  are  not  supervised  by  the  head  of  the 
detective  bureau,  so  that  in  considering  the  strength  of  the  detective  force, 
these  20  policemen  must  be  regarded  as  detectives  and  added  to  the  number 
of  policemen  assigned  as  members  of  the  detective  bureau,  thus  making  the 
total  number  of  policemen  performing  detective  services  92. 

Number  of  Detectives  Excessive 

The  number  of  policemen  assigned  to  detective  service  is  far  in  excess  of 
the  detective  needs  of  the  city  and  wholly  out  of  proportion  to  the  number 
performing  regular  patrol  service.  That  the  detective  force  has  been  per- 
mitted to  grow  to  its  present  unnecessarily  large  number,  is  directly  due  to 
the  defective  procedure  followed  in  the  assignment  of  the  detectives  to  duty 
and  the  lack  of  adequate  supervision  over  their  work.  Of  the  71  officers 
assigned  to  the  detective  bureau  (exclusive  of  the  captain)  58  are  performing 
distinctly  detective  services,  the  remaining  13  being  engaged  in  clerical  and 
supervisory  work.  Of  the  58  detectives,  29,  or  50  per  cent,  are  operating  in 
specialized  squads,  and  the  other  29  are  performing  services  in  police  dis- 
tricts. 

Assignment  Procedure  Defective 

The  city  is  divided  into  ten  police  districts.  To  each  of  these  districts  are 
assigned  two  members  of  the  detective  bureau  who  perform  general  work  in 
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the  district  and  to  whom  complaints  affecting  these  districts  are  referred.  In 
addition  to  these  two  detectives,  there  are  in  each  district,  two  plain-clothea 
men  who  operate  under  the  supervision  of  the  captain  of  the  district  inde- 
pendently of  the  detective  bureau.  Pawnshops,  hotels,  department  stores, 
banks  and  similar  places  within  these  districts  are  under  the  observation  of  J 
the  detectives  detailed  to  the  various  special  services. 

Arrests  made  by  uniformed  officers  in  felony  cases  are  reported  to  the 
detective  bureau  and  the  district  detectives  of  the  district  in  which  the  arrest, 
is  made  are  required  to  assume  full  charge  of  the  prosecution  of  the  case! 
upon  the  theory  that  the  patrolmen  are  not  trained  for  detective  service  and' 
not  equipped  to  handle  felony  cases. 

All  of  the  detectives  are  supposed  to  report  at  headquarters  every  morn- 
ing at  9  o'clock,  again  at  2  o'clock  in  the  afternoon,  and  again  at  7:30  in  thel 
evening.  They  assemble  in  the  assembly  room  at  headquarters  in  the  morn- 
ing and  receive  orders  from  the  captain.  Descriptions  of  wanted  persons  are 
read  to  them  aloud  and  if  a  photograph  accompanies  the  descriptions  it  is 
passed  around  for  the  observation  of  the  men.  At  the  conclusion  of  the. 
assembly,  all  of  the  detectives  proceed  to  the  city  prison,  where  there  is  con- 
ducted what  is  called  the  "show  up",  or  what  is  known  in  other  police 
departments  as  a  "line  up"  of  prisoners.  After  the  "show  up"  at  the  city 
prison,  the  detectives  return  to  the  central  office  and  there  stand  about  in 
conversation  until  such  time  as  they  desire  to  leave  headquarters  for  the 
investigation  of  their  cases  and  the  observation  of  their  districts.  The  detec- 
tives required  to  appear  in  the  prosecution  of  cases  go  direct  to  the  courts  in 
the  upper  part  of  the  building,  while  the  others  proceed  to  their  districts  or 
to  the  investigation  of  complaints.  During  the  course  of  the  survey,  the 
morning  assemblies  were  observed  and  it  was  noted  that  the  control  was  so 
poor  that  detectives  were  observed  standing  about  the  building  in  conversa- 
tion until  as  late  as  eleven  in  the  morning  before  leaving  to  begin  their  day's 
work  in  the  field. 

During  the  morning  assembly  the  detectives  are  furnished  with  copies  of 
complaints  received  affecting  their  respective  districts  and  are  directed  to 
investigate  them.  No  specific  detailed  reports  are  made  concerning  the  many 
hundreds  of  cases  which  are  under  investigation,  except  that  the  detectives 
assigned  to  the  investigation  of  what  are  termed  '•important"  cases  (which 
invariably  means  those  given  attention  by  the  press)  are  interviewed  by  the 
captain  or  the  sergeant  in  charge  of  the  office  on  the  progress  being  made. 

Practically  No  Supervision  of  Detectives'  Work 

That  the  detectives  obtain  remarkably  poor  results  in  the  investigation  of 
crime  is  not  surprising  when  it  is  realized  that  there  is  very  little  close  super- 
vision given  their  work. 

A  card  record  of  all  complaints  involving  the  loss  or  theft  of  property  is 
maintained  in  the  business  office  and  if  the  investigation  of  a  complaint  results 
in  arrest  or  the  recovery  of  property,  care  is  taken  by  the  detective  to  make  out 
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a  detailed  report  which  is  forwarded  to  the  chief  and  to  the  business  office. 
The  complainl  card  is  then  posted  so  as  to  show  the  record  of  arrest  and 
property  recovered,  but  if  no  success  is  had  or  no  results  obtained,  nothing  is 
recorded  to  show  what  effort  was  made  by  the  department  to  apprehend  the 
criminal  or  recover  the  property.  The  detectives  to  whom  the  complaints  are 
ned  tor  investigation  made  no  special  reports  with  respect  to  their 
activities  in  the  investigation  of  the  complaints.  The  only  report  which  the 
detectives  make,  excepl  the  report  as  to  arrests  or  recovery  already  men- 
tioned, is  a  daily  time  report.  The  time  reports  of  all  of  the  detectives  for 
the  month  of  May  were  examined.  It  was  stated  by  the  head  of  the  bureau 
that  the  May  reports  were  typical  of  all  reports  throughout  the  year. 

The  following  extracts  from  the  reports  examined  illustrate  the  char- 
acter of  the  information  which  the  detectives  furnish  their  superiors  with 
relation  to  the  cases  upon  which  they  are  working: 

"Detailed  in  the  office  of  the  captain  of  detectives  from  8  a.  m.  to  4:00  p.  m. 
"Charged with  assault  to  murder.    Office  duty  from  midnight 

to  8:00  a.  m. 
"Investigated  report  of burglary  at street.  Arrested 

and  charged  him  with  assault  to  murder.   On  office 

duty  12:00  to  8:00  a.  m. 
"Investigated  burglary  at street,  home  of Investigated 

larceny  from at address.    Engaged  in  further 

investigation  of  grand  larceny  from 

"Detailed  on  hotels  and  looking  up  lost  and  stolen  property. 

"Engaged  in  the  case  of trying  to  get  some  clue  to 

to  determine  who  passed  said  check. 
"Engaged  on  the  bunco  and  pickpocket  detail. 
"Arrested on  the  charge  of Engaged  on  office 

duty  from  4:00  to  12:00. 
"Investigated  following  cases  of  burglary  at address  of 

persons,  etc. 

"Engaged  on  clairvoyant  investigation. 

"Working  on  the grand  larceny  case. 

"Engaged  on  pawnshop  detail  south  of  Market  street. 

"Recovered  pair  of  gold,  mother-of-pearl  opera  glasses  stolen 

of address. 

"Recovered  a  transit  level  stolen  from of address." 

(Nothing  in  the  report  intimates  how  the  recovery  was  made  or  where. 
The  second  detective  of  this  team  makes  exactly  the  same  report.) 

It  will  be  observed  that  no  details  are  given  as  to  where  the  detective 
perated,  what  pawnshops  were  visited,  what  persons  were  interviewed  or 
ther  information  which  would  be  of  value  to  the  chief  or  captain  of  detec- 
ves  in  checking  the  work  of  the  men.  It  is  practically  impossible  for  any 
ead  of  a  detective  division  to  superintend  the  work  of  fifty-eight  men  unless 
e  has  something  before  him  to  form  the  basis  of  judgment  as  to  the  correct- 
ess  of  the  course  being  followed  by  the  detectives  in  the  investigation  of 
leir  cases. 
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To  enable  the  head  of  the  bureau  to  assign  the  cases  intelligently,  it  is 
essential  that  he  have  some  record  available  from  which  he  can  ascertain  the: 
kind  of  work  and  the   cases  upon  which  the  detectives   are  employed, 
must  be  realized  that  if  a  detective  is  already  working  upon  a  vast  numbe 
of  cases,  it  will  be  unwise,  except  upon  rare  occasions,  because  of  his  speck 
expertness  in  some  line,  to  continue  indefinitely  to  assign  cases  to  him.     Yet 
there  is  no  assignment  record  and  there  is  no  one  in  the  bureau  who  can  si 
or  find  out  without  considerable  inconvenience  to  the  complainants  how  mai 
cases  are  under  investigation  by  each  of  the  several  detectives  of  the  depai 
ment.    Moreover,  this  method  is  not  only  defective  in  that  it  does  not  facil 
tate  supervision,  but  it  provides  no  method  of  checking  up  the  results  ol 
tained  with  the  complaints  nor  a  review  of  the  activities  of  the  departmei 
in  its   effort  to   investigate   any   specific   complaint.      To   illustrate   this, 
inquiry  was  made  as  to  the  number  of  murders  committed  or  reported. 
list  of  the  murders  reported  to  the  coroner  was  obtained  at  his  office.     Tl 
list  was  compared  with  such  records  as  were  available  in  the  police  depai 
ment.    The  records  of  the  coroner's  office  showed  that  during  the  year  ther 
were  54  cases  of  murder  reported,  6  cases  of  manslaughter,  and  11  cases 
justifiable  homicide.     The  register  of  complaints   maintained   in  the   geners 
office  of  the  police  department  from  which  tabulations  and  statistical  infc 
mation  were  prepared  showed  a  record  of  but  39  cases  of  murder,  4  of  nu 
slaughter,  and  7  of  justifiable  homicide.    Thus,  so  far  as  the  register  and  tin 
police  tables  of  murders  were  concerned,  there  were  recorded  19  less  mi 
ders  than  actually  occurred. 

A  further  search  was  made  and  the  complaint  files  examined  with  tin 
result  that  the  15  cases  of  which  the  police  had  no  record  as  murder  case: 
were  all  found  recorded  as  felonious  assaults.  This  indicated  that  in  c 
where  assault  is  committed  and  the  person  assaulted  lives  long  enough  to  b< 
removed  to  the  hospital,  although  he  subsequently  dies,  the  police  record: 
continue  to  show  the  case  as  one  of  assault  and  not  as  a  murder.  For  ex 
ample,  in  one  case  the  record  showed  an  attempted  murder  and  suicide.  Tk 
person  upon  whom  the  attempt  was  made  subsequently  died,  but  there  wa 
no  record  in  the  police  department  showing  this  case  as  a  murder.  Ii 
another  case,  the  report  showed  a  person  died  as  the  result  of  an  injun 
There  was  nothing  in  the  records  to  show  that  a  murder  had  been  committed 
notwithstanding  that  the  autopsy  on  the  body  and  the  evidence  of  the  cor 
oner's  jury  revealed  that  the  person  was  murdered.  In  another  case  record"', 
as  an  assault  which  was  finally  proved  to  be  a  murder,  the  record  of  tli 
case  was  entered  under  a  name  other  than  the  real  one  which  was  estab 
lished  by  the  coroner's  investigation.  Nothing  was  done  in  this  case  to  alte 
the  records  even  as  to  the  identify  of  the  person  murdered.  In  anothe 
instance,  two  policemen  were  murdered  and  all  of  the  records  concerning  th 
case  were  carried  in  the  personal  files  of  the  policemen  who  died  and  notl 
ing  in  the  complaint  records  showed  that  these  two  murders  had  occurm 
In  another  instance  there  was  found  merely  a  hospital  report  showing  tha 
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the  injured  man  had  been  taken  to  the  hospital,  and  in  another  case  in  which 
a  Chinaman  was  murdered,  no  record  at  all  could  bo  found,  although  the 
record  in  the  coroner's  office  showed  the  name  of  the  police  officers  who  were 
issigned  to  the  case.  The  detectives  who  worked  on  this  case,  when  inter- 
viewed, stated  that  they  had  neglected  to  return  the  report  of  the  case  to 
he  department  tiles. 

It  is  not  intended  to  intimate  thai  there  is  any  attempt  made  or  any 
lesiie  on  the  part  of  the  heads  of  the  department  to  falsify  the  records  or 
o  cause  any  deception  with  relation  to  these  murder  cases,  but  they  are 
•ited  merely  to  show  that,  notwithstanding  the  seriousness  of  the  crime,  the 
■ecords  of  the  department  not  only  fail  to  disclose  the  action  taken  by  the 
officers  in  the  investigation,  hut  indeed  fail  to  disclose  the  actual  number 
>f  murders  that  have  occured. 

It  is  possible  that  the  detectives  devoted  considerable  energy  to  the 
nvestigation  of  these  eases  and  obtained  successful  results,  but  nothing 
vhieh  would  enable  any  analysis  of  the  results  obtained  could  be  found  in 
he  records,  since  the  majority  of  cases  merely  terminated  in  the  filing  of  a 
lospital  report. 

?oor  Results  Indicate  Inefficiency 

A  study  of  such  records  as  are  maintained  disclosed  that  the  detective 
mreau  is  ineffectively  organized  and  that  there  is  a  lack  of  supervision  of  the 
letectives.  It  was  not  possible,  because  of  the  absence  of  records,  to  deter- 
uine  the  efficiency  of  individual  detectives  in  the  investigation  of  crime,  but 
rom  the  records  maintained  the  work  of  the  detective  bureau  can  scarcely 
>e  said  to  be  efficient.  An  analysis  of  complaints  involving  a  loss  of  property 
nder  headings  "Burglary",  "Robbery",  "Larceny",  "Forgery"  "Embez- 
lement"  and  the  like  which  were  recorded  in  the  business  office  during  the 
seal  year  1915-16,  was  made.  This  analysis  showed  that  of  11,778  com- 
•laints  received  and  investigated,  results  were  obtained  by  an  arrest  and  a 
ecovery  in  but  436  cases,  or  3.7  per  cent;  arrests  were  made  without  recov- 
ries  in  378  cases,  or  3.2  per  cent;  a  recovery  was  effected  without  any  arrest 
i  809  cases,  or  6.9  per  cent ;  while  in  10,154  cases,  representing  86.2  per  cent 
•f  the  total  complaints  received,  absolutely  no  results  of  any  kind  were 
btained. 

With  respect  to  miscellaneous  complaints,  such  as  an  attempt  at  robbery 
here  no  values  were  reported,  out  of  a  total  of  794  complaints  received, 
rrests  were  made  in  but  4.1  per  cent  of  the  cases  with  no  recoveries.  A 
ecovery  and  an  arrest  were  made  in  one  case,  recoveries  and  no  arrests  were 
lade  in  196  cases,  while  in  556  cases  no  results  at  all  were  obtained. 

To  summarize,  an  analysis  of  all  complaints  received  and  recorded  in  the 
usiness  offices  (and  these,  it  is  to  be  remembered,  do  not  include  murder 
ases,  felonious  assaults,  and  the  innumerable  other  kinds  of  complaints 
eceived  by  a  police  department)  out  of  a  total  of  13,900  complants  re- 
eived,  there  were  486,   or  3.5  per  cent  of  the  cases  in  which  a  recovery 
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and  arrest  were  effected;  419  cases,  or  3  per  cent  of  the  total,  in  which  there 
was  a  recovery  of  property  but  no  arrest ;  while  in  10,824  cases,  representing 
79.9  per  cent  of  the  total  number  of  complaints,  no  results  whatever  were 
obtained. 

Nothwithstanding  the  importance  of  carefully  observing  the  work  of  the 
detectives  in  order  to  obtain  the  reason  for  failures  and  to  determine  the 
efficiency  of  the  men  assigned  to  this  work,  it  would  be  impossible  for  any 
student  or  expert  in  criminology  by  a  study  of  all  of  the  records  of  these! 
cases  to  determine  a  single  fact  which  would  disclose  a  reason  for  these 
failures,  or  to  enable  an  appraisal  to  be  made  of  the  work  performed  by  the 
detectives  in  the  investigation  of  these  cases. 

It  should  again  be  pointed  out  that  in  spite  of  the  fact  that  it  is  impos- 
sible for  any  police  official,  and  especially  the  head  of  a  detective  bureau,  to! 
determine  the  efficiency  of  his  force  or  the  crime  conditions  of  a  city  with-i 
out  a  tabulation  such  as  was  made  during  this  survey  (the  results  of  which 
are  given  in  the  table  which  follows),  no  such  complete  tabulation  was  eveii 
made  in  the  department,  or  if  there  was,  at  least  no  record  of  it  could  bej 
found. 

The  following  table  tells  the  story  of  the  lack  of  supervision  and  the  lacki 
of  energy,  and  the  lack  of  training  of  detectives  better  than  anything  else; 
that  could  be  cited: 
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That  these  conditions  prevail  is  certainly  not  due  to  a  lack  of  men  nor 
any  lack  of  clerical  help  to  maintain  records  of  complaints.  As  alread; 
pointed  out  in  this  report,  the  number  of  men  assigned  to  the  detective 
bureau  is  far  in  excess  of  what  a  city  of  the  population  and  area  of  Sanj 
Francisco  would  normally  employ,  and  the  number  of  men  assigned  to  the 
business  office  for  the  maintenance  of  records  is  almost  equal  to  the  number 
usually  employed  in  the  maintenance  of  all  of  the  records  connected  with  a 
police  department  in  a  city  of  this  size. 

In  no  branch  of  the  police  service  is  there  greater  need  for  improvement, 
reorganization,  and  general  changes  in  procedure,  than  in  the  detective 
bureau. 

The  only  method,  or  at  least  the  only  plan  noted,  in  operation  for  deter-! 
mining  the  results  obtained  by  the  detectives  is  a  quarterly  report  filed  by 
the  detectives  upon  which  they  list  the  arrests  credited  to  them.  Inci- 
dentally, even  this  list  is  not  accurate,  since,  while  it  states  the  number  of 
arrests  credited  to  the  office,  it  does  not  show  whether  or  not  the  arrests  are 
the  result  of  the  detectives'  own  investigations.  For  example,  if  a  criminal 
were  captured  and  detained  by  another  city,  the  policeman  who  would  be 
sent  from  San  Francisco  as  a  messenger  to  escort  the  prisoner  back  would 
report  this  as  an  arrest  made  by  him. 

In  studying  these  quarterly  reports  of  arrests  to  understand  the  amount  of 
value  they  have  in  determining  the  efficiency  of  the  officers,  all  that  is  necessary 
is  to  state  that  if  a  detective  were  given  100  or  200  complaints  to  investigate 
and  he  made  but  ten  arrests,  that  would  indicate  one  character  of  work, 
while  if  a  detective  were  given  but  one  important  case  of  a  most  difficult 
character  and  he  succeeded,  within  a  quarter,  in  apprehending  the  criminal, 
that  would  indicate  a  vastly  different  kind  of  detective  service,  and  on  the 
other  hand,  if  an  officer  were  given  100  cases  to  investigate,  and  by  his 
endeavors  effected  90  arrests,  that  would  indicate  an  entirely  different  kind 
of  detective  service.  Therefore,  since  no  mention  is  made  of  the  number  of 
complaints  which  the  detectives  are  required  to  investigate,  the  character  ot 
the  complaints,  or  whether  the  arrests  are  what  are  termed  "pick  up"  cases, 
or  the  result  of  careful,  painstaking  investigation,  this  report  is  of  abso- 
lutely no  value  as  an  administrative  guide  or  check,  and  yet  it  constitutes 
the  only  record  of  services  performed  by  the  detectives  except  the  daily 
time  report,  which,  as  already  demonstrated,  gives  no  information  of  value. 

An  examination  of  the  reports  made  by  the  detectives  with  relation  to 
complaints  in  cases  which  are  regarded  as  sufficiently  important  to  demand 
special  detailed  reports,  revealed  in  a  great  many  instances  a  lack  of  intelli- 
gence with  regard  to  the  facts  to  be  recorded  and  the  character  of  reports 
which  should  be  made. 

Frequent  Changes  of  Head  of  Detective  Division 
Conducive  to  Inefficiency 

The   detective  bureau  has  been  under   the   command   of   seven   different 


; 
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•aptains  since  L906,  a  period  of  ten  years.  With  each  change  of  administra- 
ion  there  was  effected  a  change  in  the  personnel.  With  each  change  of  the 
tersonnel  came  the  selection  of  new  detectives  and  just  what  the  hasis  of 
beir  selection  was,  of  course,  is  not  possible  of  determination. 

Although  the  investigation  of  crimes  and  efficient  detective  service  re- 
mire  careful  training  and  study,  the  detectives  are  selected  from  the  uni- 
formed force  and  are  assigned  cases  for  investigation  without  any  effort 
whatever  being  made  to  instruct  them  in  the  methods  of  criminal  identifica- 
ion  ami  such  other  matters  as  are  important  factors  in  detective  service. 

Inasmuch  as  the  detectives  receive  absolutely  no  specialized  training,  it 
s  unnecessary  to  recite  here  the  many  signs  of  lack  of  training  observed 
UBOng  the  detectives  during  the  course  of  the  survey. 

Msposition  of  Cases  Prosecuted,  While  Recorded, 
Not  Studied 

While  due  care  is  taken  by  the  clerical  force  in  the  property  clerk's  office 
'o  obtain  and  record  the  disposition  of  all  cases,  no  tabulation  of  this  in- 
ormation  is  made  in  the  report  to  the  chief.  Of  course,  the  cases  of  arrests 
lade  by  detectives  which  were  disposed  of  within  a  three  months'  period 
rould  show  on  their  quarterly  reports,  but  these,  because  of  the  number  to 
e  examined  and  the  absence  of  any  summary  bringing  together  the  informa- 
ion  month  by  month,  would  not  be  sufficient  to  keep  the  chief  informed  of 
he  success  of  his  detectives  in  the  prosecution  of  their  cases  in  the  courts. 
]xperience  in  a  great  many  cities  has  shown  that  detectives  in  many  in- 
tances  lose  their  cases  in  the  courts  for  reasons  other  than  an  honest  absence 
f  evidence.  It  is  all  important,  in  producing  efficient  detective  service  and 
1  suppressing  crime,  that  the  work  of  the  detectives  in  the  prosecution  of 
heir  cases  be  carefully  observed  at  all  times  and  that  they  receive  adequate 
upervision  in  the  courts. 

ractice  With  Relation  to  Detinue  Cases 

The  department  has  developed  the  custom  of  taking  into  custody  persons 
igarded  as  suspicious  or  persons  whom  it  is  deemed  essential  to  investigate. 
i  such  cases,  the  person  is  taken  to  the  central  station  and  lodged  in  the 
ity  prison.  No  record  of  such  cases  is  made  in  the  record  of  arrests,  nor  in 
try  other  similar  record  within  the  department.  There  is  maintained  an 
iformal  book  which  is  regarded  by  the  officials  as  a  mere  memorandum  in 
hich  the  name  of  the  person  and  the  name  of  the  officer  are  entered.  Very 
iany  cases  of  this  kind  were  recorded  in  this  book  for  the  past  fiscal  year, 
at  comparatively  few  of  these  detinue  cases  that  were  recorded  in  the  book 
^suited  finally  in  arraignment  in  the  courts  through  formal  arrests.  During 
leir  imprisonment,  although  not  under  arrest,  persons  detained  as  detinue 
ises  are  frequently  not  permitted  to  seek  counsel  or  to  communicate  with 
leir  friends. 
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This  practice  is  against  every  principle  of  fair  play  and  equity.  A  per 
son  who  is  taken  into  custody  by  the  police  should  be  formally  charged  with 
the  offense  suspected  and  arraigned  before  a  magistrate  as  speedily  there- 
after as  the  court  will  permit.  It  is  true  that  occasionally  a  case  comes  up 
in  the  course  of  police  business  wherein  it  is  essential  in  the  interest  of  jus- 
tice to  secure  the  presence  of  some  person  suspected  of  the  commission  of  a 
crime  but  against  whom  the  police  have  insufficient  evidence  to  make  a 
formal  complaint,  or  concerning  whom  the  police  are  unable,  or  for  police 
reasons,  do  not  desire,  to  disclose  the  information  within  their  possession. 
The  advantages  gained  by  the  success  achieved  in  such  cases  do  not  compare, 
however,  with  the  disadvantages  of  the  possible  abuse  of  this  detinue  system. 
In  many  large  cities,  particularly  in  the  cities  of  New  York  and  Chicago, 
where  for  many  years  this  practice  was  tolerated,  investigation  revealed  that 
every  time  such  an  arrest  was  made  in  the  interest  of  justice  and  efficiency, 
there  were  many  more  made  in  the  interest  of  dishonest  and  corrupt  prac- 
tices. A  citizen  has  the  right  to  be  formally  charged  with  whatever  offense 
it  is  alleged  he  has  committed  and  the  law  seeks  to  furnish  to  the  accused  the 
protection  of  the  courts  and  protection  against  arbitrary  police  abuse.  11  is 
the  law  in  most  all  states  that  the  defendant  must  be  promplty  charged  with 
the  offense  for  which  he  is  taken  into  custody  and  arraigned  before  a  duly 
constituted  court  and  given  an  immediate  hearing.  All  practices  which 
operate  against  this  protection  should  not  be  tolerated.  Therefore,  it  is 
recommended  that  this  practice,  while  perhaps  not  a  direct  violation  of  any 
statute  but  for  which  there  is  no  foundation  in  law,  be  discontinued  and  the 
rights  of  the  accused  or  suspected  persons  be  sufficiently  safeguarded  and1 
protected,  even  at  the  risk  of  failure  in  the  occasional  cases  where  this  prac- 
tice might  lead  to  an  important  conviction. 

Reorganization  of  the  Detective  Bureau  Recommended 

That  the  detective  bureau  be  reorganized  and  that  a  new  procedure  be, 
adopted  for  the  assignment  of  detectives,  their  supervision  and  control,  is 
recommended.  Pending  the  adoption  of  the  new  procedure,  a  careful  stud) 
of  the  individual  efficiency  of  the  present  members  of  the  bureau  should  bt 
made  by  the  chief  and  the  members  of  the  police  commission  with  a  view 
to  making  such  changes  in  the  personnel  of  the  bureau  as  will  result  in 
securing  a  higher  standard  of  efficiency. 

More  changes  in  the  personnel  of  the  bureau  will  not  of  themselves  bring 
about  the  efficiency  desired  unless  ample  provision  is  made  for  the  scientific 
training  of  the  newly  selected  members.  The  transfer  of  a  patrolman  to  the 
detective  bureau  and  his  assignment  to  detective  cases  will  not  make  a 
detective.  Before  any  changes  are  made,  therefore,  a  class  should  be  estab 
lished  for  instruction  in  detective  duties  in  the  school  for  police  service,  tin 
organization  of  which  is  suggested  elsewhere  in  this  report.  Announcement 
should  be  made  to  the  force  that  members  of  the   detective  bureau  in  the 
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future    will    be   selected    only    from    those   who    have   successfully   taken   the 
coins-'  of  instruction  in  the  school  for  police  service. 

Two  Grades  of  Detective  Service  Should  Be  Established 

There  should  be  established  two  grades  of  detectives,  namely,  junior  and 
senior.  The  junior  detectives  should  receive  the  same  salary  as  the  patrol- 
men, while  the  senior  detectives  should  receive  the  salary  now  paid  detective 
sergeants.  The  junior  detectives  should  be  selected  from  the  most  competent 
students  in  the  class  for  detective  service.  The  present  precinct  or  district 
plain-clothes  men  should  be  abolished  and  all  detectives  should  operate  under 
the  supervision  and  control  of  the  head  of  the  detective  bureau.  No  police- 
man should  perform  duty  in  plain  (dot lies,  except  such  as  may  be  selected  for 
the  personal  staff  of  the  chief  to  conduct  such  investigations  or  to  perforin 
such  service  as  he  may  direct. 

Distribution  of  Detectives  and  Assignment  to  Duty 

The  city  should  be  divided  into  five  detective  divisions.  Each  district 
should  be  in  charge  of  and  under  the  supervision  of  a  senior  detective.  The 
number  of  police  districts  to  be  included  within  a  detective  division  should 
be  determined  in  accordance  with  the  crime  conditions  of  the  territory  and 
the  needs  of  the  community.  For  assignment  to  detective  divisions  there 
should  be  available  thirty-live  junior  detectives,  the  number  to  be  assigned 
to  each  of  the  five  districts  to  be  determined  by  the  crime  conditions  of  the 
section  and  its  needs.  This  distribution  would  allow  an  average  of  seven 
junior  detectives  to  each  detective  division  with  one  senior  detective  in 
charge,  making  a  total  field  detective  force  of  forty. 

For  specialized  detective  work,  such  as  pickpocket  squads,  supervision  of 
pawnshops  and  check  and  bank  detail,  ten  senior  detectives  should  operate 
from  headquarters  under  the  supervision  of  the  captain  of  detectives.  All 
of  the  police  matters  with  relation  to  pawnshops,  hotels,  banks,  depart- 
ment stores,  etc.,  should  receive  the  attention  of  the  detectives  assigned  to 
the  divisions  in  which  these  places  are  located.  The  senior  detectives  in 
charge  of  the  divisions  should  be  held  strictly  to  account  for  the  suppression 
of  crime  and  the  apprehension  of  criminals  of  all  kinds  within  the  detective 
division.  The  detectives  operating  from  headquarters  should  operate  only 
under  assignments  from  the  captains  of  detectives  and  should  be  used  for  the 
investigation  of  the  most  important  cases.  Provision  should  be  made  so  that 
at  least  two  detectives  w^ould  be  on  duty  at  all  of  the  divisions  between  12 
midnight  and  6  a.  m.  These  detectives  should  be  required  to  patrol  the  dis- 
trict and  to  report  over  the  police  telephone  from  time  to  time  in  order  that 
they  may  be  advised  by  the  desk  officer  of  any  complaints  arriving  at  the 
stations.  The  offices  of  these  divisions  should  be  located  in  the  police  station- 
houses. 
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Supervising  Staff 

For  the  supervision  of  the  detectives  and  the  review  of  their  reports,  one 
lieutenant  and  three  sergeants  should  be  detailed  to  the  detective  bureau,  the 
lieutenant  to  serve  as  a  commanding  officer  in  the  absence  of  the  captain  and 
to  assign  the  cases  as  they  are  reported,  and  the  sergeants,  operating  on 
eight-hour  shifts,  to  receive  complaints,  review  reports  and  perform  other 
office  duties.  This  organization  will  provide  for  a  total  membership  in  the 
detective  bureau  of  53,  including  the  captain  of  detectives  and  the  supervis- 
ing officers,  thus  reducing  the  detective  force  by  19,  eliminating  20  district 
plain-clothes  men,  and  releasing  39  policemen  for  patrol  services. 

Three  civilian  clerks  who  will  work  under  the  supervision  of  the  lieu- 
tenant and  the  sergeants  will  have  to  be  employed,  however,  for  the  main- 
tenance of  records. 

The  reorganization  of  the  detective  bureau  should  result  in  the  abolition 
of  the  so-called  business  office  which  is  now  the  recording  division  for  the 
detective  bureau. 

Practice  of  Assigning  Detectives  to  Assist  in  Felony 
Prosecutions  Should  Be  Abandoned 

The  present  practice  of  assigning  detectives  to  cases  in  which  arrests  for 
felonies  have  been  made  by  uniformed  policemen  should  be  abandoned  at 
once.  There  can  be  no  question  but  that  the  large  number  of  detectives  at 
present  employed  is  made  necessary  in  part  because  of  this  practice.  If  the 
plan  of  using  detectives  to  aid  in  every  case  in  which  an  arrest  for  a  felony 
is  made  were  operated  to  its  fullest  extent,  it  would  be  necessary  to  add 
many  more  detectives  to  the  bureau  staff.  Aside  from  the  fact  that  this 
procedure  is  unnecessary,  it  is  illogical  to  suppose  that  a  detective  who  is 
merely  a  patrolman  detailed  to  the  detective  bureau  is  any  more  capable  of 
prosecuting  a  felony  case  than  the  patrolman. 

Procedure  at  Morning  Line-Up  Should  Be  Revised 

The  morning  line-up  of  prisoners  as  at  present  conducted  is  most  inef- 
fective, in  that  it  does  not  provide  the  detectives  with  a  good  opportunity  to 
observe  the  criminals  and  review  their  records.  It  is  further  defective 
because  the  detectives  do  not  wear  masks  and  the  prisoners  are  given  the 
same  opportunity  to  become  acquainted  with  the  faces  of  the  detectives  as 
the  detectives  are  to  become  acquainted  with  the  faces  of  the  criminals.  In 
other  words,  the  detectives  as  well  as  the  prisoners  are  placed  on  exhibition, 
which  should  not  be  done.  It  is  therefore  recommended  that  more  time  be 
allowed  for  the  "showing  up"  of  the  prisoners  to  the  detectives  each  morn- 
ing and  that  the  detectives  wear  masks  while  at  the  line-up. 

To  do  this,  it  will  be  necessary  to  have  the  detectives  report  for  duty  at 
8  a.  m.  instead  of  9  a.  m.     The  records  of  the  prisoners  should  be  carefully 
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read  and  the  policemen  given  plenty  of  opportunity  to  observe  them.  Patrol- 
men should  be  encouraged  to  attend  the  line-up  on  their  off  time,  and  should 
be  given  credit  upon  their  efficiency  records  for  each  day's  attendance  at 
the  line  up. 

Captain  of  Detectives  Should  Give  Closer  Supervision 

No  plan  of  organization  will  produce  the  desired  efficiency  unless  the 
captain  of  detectives  supervises  closely  the  work  of  his  subordinates.  This 
supervision  is  at   present   greatly  handicapped  because  of  the  lack  of  records. 

A  Definite  Procedure  for  the  Handling  of  Complaints 
Should  Be  Established 

During  the  course  of  the  survey,  the  chief  of  the  department  and  his 
confidential  aid  had  under  consideration  a  plan  of  definite  procedure  for 
complaints  and  reports  upon  the  investigation  of  complaints.  The  installa- 
tion of  the  system  has  been  delayed  pending  the  receipt  of  this  report.  The 
plan,  however,  was  not  in  such  form  that  it  could  be  reviewed  so  as  to 
appraise  its  value.  It  is  recommended  that  the  procedure  require  that  all 
complaints  received  at  the  station-house  requiring  detective  attention  be  first 
recorded  in  the  register  of  complaints  at  the  station-house  and  then  be  re- 
ferred to  the  detectives  of  the  division  in  which  the  district  is  located.  Upon 
receipt  of  the  complaint  at  the  division  offices,  it  should  be  entered  in  the 
detective  record  of  complaints  which  should  be  established.  The  procedure 
should  require  recording  and  reporting  upon  every  complaint  received.  It 
should  set  forth  in  complete  terms  the  character  of  the  complaints  which 
should  be  investigated  by  the  uniformed  force  and  not  referred  to  the  detec- 
tives. The  investigation  should  not  cease  in  any  case  until  the  captain  of 
detectives  or  his  lieutenants,  upon  the  recommendation  of  the  senior  detec- 
tives in  charge  of  the  division,  officially  close  to  the  case,  but  the  captain  of 
detectives  should  require  his  senior  detectives  in  the  districts  to  exercise  due 
care  to  prevent  detectives  from  carrying  indefinitely  assignments  which 
should  be  closed.  It  is  not  unusual  to  find  detectives  carrying  a  great  many 
assignments  of  a  kind  which  obviously  should  be  closed,  thus  making  the 
records  appear  as  though  they  were  engaged  in  investigations  when,  in  fact, 
they  are  performing  little  or  no  service. 

New  System  of  Records  and  Reports  Should  Be  Installed  at  Once 

It  is  recommended  that  a  complete  system  of  records  and  reports  be 
installed  at  once,  and  that  this  be  maintained  in  the  office  of  the  detective 
bureau  and  not  in  the  general  business  office  as  at  present.  The  records 
should  be  accessible  for  reference  and  yet  furnish  a  means  of  preserving  a 
complete  record  of  every  complaint  received  and  the  action  taken  upon  it. 
Such  a  system  as  is  outlined  in  this  report  will  supply  the  administrative  and 
executive  heads  with  a  basis  not  only  for  determining  the  efficiency  of  the 
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staff,  but  also  for  ascertaining  the  crime  conditions  of  the  city.  To  do  this, 
the  system  of  records  and  reports  must  reveal  the  failures  of  the  police  as 
well  as  their  successes.  This,  the  present  system  does  not  do  for  the  com- 
missioners or  the  chief  of  the  patrolmen.  To  determine  the  efficiency  of 
the  police  force,  and  particularly  the  detective  bureau,  they  must  have  rec- 
ords before  them  which  will  keep  them  informed  as  to  the  number  of  com- 
plaints received  and  the  action  taken  upon  them,  not  only  for  the  current 
month  and  year,  but  for  other  months  and  years  as  well.  Thus,  the  records 
of  the  detective  bureau  should  be  as  follows : 

1 — A  Detectives'  Register  of  Complaints,  in  which  should  be  kept  a  record 
of  every  complaint  made  requiring  the  attention  of  a  detective. 

A  detectives'  register  of  complaints  should  be  maintained  at  each 
of  the  five  division  offices  recommended  and  at  the  central  bureau. 
Each  page  of  this  record  should  be  numbered  and  should  have 
printed  headings  calling  for  the  following  information  as  affecting 
each  complaint : 

The  number  of  the  complaint. 

The  date  and  time  complaint  was  received. 

The  name  and  address  of  the  persons  making  complaint. 

A  statement  of  facts  as  to  the  matter  complained  of. 

The  number  of  the  post  and  the  name  of  the  patrolman  on  duty 

at  the  time  of  the  occurrence. 
The  name  of  the  officer   receiving   the    complaint. 
The  name  of  the  detective    or   detectives   assigned   to   the    case, 

and  the  time  they  began  work  on  it. 
The  disposition  of  the  case. 

Adequate  space  should  be  provided  for  entering  in  this  record 
the  report  of  the  investigation. 

Care  should  be  taken  in  entering  the  alleged  value  of  property 
stolen  to  state  the  value  alleged  by  the  owner.  The  present  prac- 
tice is  arbitrarily  to  set  a  value  which  is  invariably  50  per  cent  less 
than  the  statement  of  value  made  by  the  complainant.  In  fact,  $5 
is  usually  entered  as  the  value  of  all  watches  regardless  of  their 
actual  value. 

If  the  complaint  is  in  the  form  of  a  letter,  the  facts  should  be 
copied  into  the  record  and  the  original  letter  forwarded  to  the  letter 
and  filing  division.  No  other  matter  should  be  recorded  in  this 
book,  and  care  should  be  taken  to  see  that  each  complaint  is  prop- 
erly numbered,  and  a  separate  series  of  numbers  should  be  main- 
tained for  each  precinct.  Beside  the  number,  there  should  be  en- 
tered the  code  letter  indicating  the  character  of  the  complaint, 
such  as  "B"  for  burglary,  "R"  for  robbery,  "P"  for  pickpocket, 
"M"  for  murder,  "A"  for  assault,  etc.  The  book  should  be  in- 
dexed by  the  name  of  the  complainant,  the  crime  complained  of,  and 
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the  prison  charged  with  the  crime,  if  such  is  disclosed  in  the  com- 
plaint. All  entries  in  this  hook  should  be  made  in  the  handwriting 
of  the  detective  receiving  the  complaint. 

The  present  practice  of  recording  all  complaints  received  in 
the  register  at  the  central  office  of  the  bureau  should  be  abandoned 
and  this  register  should  he  used  only  to  record  complaints  received 
at  the  bureau  and  handled  through  the  headquarter's  squads. 

2 — Detectives'  Assignment  Book. 

This  book  should  be  indexed  under  the  name  of  the  detective.  It 
should  he  kept  at  the  central  office  of  the  detective  bureau.  It 
should  show  the  number  of  the  case,  a  brief  statement  to  indicate 
the  character  of  the  investigation,  the  time  and  date  assigned,  and 
the  time  when  the  assignment  was  completed  with  a  brief  statement 
of  the  result.  This  information  concerning  the  district  detectives 
and  the  headquarter's  squad  detectives  should  be  secured  through 
the  detectives'  daily  records. 

This  record  would  make  it  possible  for  the  chief  of  the  detectives 
to  turn  to  the  record  at  any  time  and  find  recorded  there  the  num- 
ber of  cases  pending,  the  number  of  cases  in  the  hands  of  the  various 
detectives  and  the  number  of  cases  closed.  No  such  information  is 
now  available. 

3 — Record  of  Arrests. 

A  record  of  arrests  corresponding  to  the  record  of  arrests  recom- 
mended for  use  in  connection  with  the  station-houses  should  be 
maintained.  This  record  should  be  kept  at  the  central  office  of  the 
detective  bureau  and  in  it  should  be  recorded  under  proper  head- 
ings each  arrest  made  by  detectives.  This  record  should  be  wholly 
independent  of  any  record  of  arrests  maintained  by  the  uniformed 
force. 

4— The  Desk  Blotter. 

A  desk  blotter  identical  in  form  with  the  desk  blotter  recommended 
for  use  in  the  station-houses  and  described  elsewhere  in  this  report 
should  be  kept  at  the  office  of  the  detective  bureau  and  at  each  of 
the  branch  offices  in  the  five  divisions.  The  same  rules  as  govern 
the  uniformed  force  desk  blotter  should  apply  to  the  detective 
bureau. 

5 — A  Card  Record  of  Complaints. 

Upon  receipt  of  a  complaint  either  at  the  division  offices  or  the  central 
office,  a  detective  sergeant  should  be  assigned  at  once.  In  record- 
ing the  information  furnished  by  the  complainants  and  as  near  there- 
after as  possible,  a  preliminary  investigation  phould  be  made.  As 
soon  as  the  detective  returns  to  his  division  office  or  to  the  central 
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office  he  should  be  required  to  fill  out  a  complaint  card.  These  cards 
should  be  printed  on  forms  no  larger  than  lV'xSy^"  with  headings 
identical  to  those  contained  in  the  detectives'  register  of  complaints, 
except  that  on  the  reverse  side  of  these  cards  there  should  be  printed 
headings  calling  for  a  description  of  persons  wanted  in  connection 
with  crime,  with  particulars  as  to  name,  age,  address,  alias,  height, 
weight,  color  of  eyes,  color  of  hair,  and  manner  of  dress. 

Provision  should  be  made  for  recording  the  pedigree  of  persons 
arrested  in  connection  with  the  crime,  a  description  of  stolen  prop- 
erty and  the  final  disposition  of  the  case. 

Each  complaint  should  be  given  the  same  number  as  the  one  it 
receives  in  the  detectives'  register  of  complaints,  and  all  subsequent 
reference  to  the  case  should  be  by  the  complaint  number. 

These  cards  should  be  forwarded  to  the  detective  bureau  for 
filing  where  they  should  be  filed,  classified  as  to  the  crimes  com- 
plained of  and  subclassified  alphabetically.  A  separate  file  should 
be  maintained  for  each  of  the  five  divisions  and  for  the  central  office. 
There  should  be  maintained  a  cross-reference  card  index  system  for 
the  name  of  the  complainant  and  the  name  of  the  person  complained 
of.  If  an  arrest  is  made  within  twenty-four  hours,  the  information 
concerning  it  should  be  entered  on  the  card  before  being  forwarded 
to  headquarters.  Reports  of  subsequent  investigations  in  connection 
with  each  case  should  be  made  on  a  second  card  of  the  same  size 
as  the  first,  to  be  known  as  a  progress  or  supplemental  card.  This 
card  should  be  of  a  different  color  from  the  complaint  card  and 
should  only  have  printed  headings  calling  for  information  concern- 
ing the  progress  and  final  disposition  of  the  case.  The  case  should 
be  referred  to  on  this  card  by  serial  number  and  by  the  name  of 
the  complainant.  These  cards  should  be  signed  by  the  detective 
working  on  the  case  and  endorsed  by  the  senior  detective  in  charge 
of  the  division  or  squad  after  review.  When  the  investigation  into 
any  complaint  has  been  completed,  regardless  of  the  result,  the 
detective  should  recommend,  in  writing,  upon  the  progress  or  sup- 
plemental card  that  the  case  be  closed.  The  captain  of  detectives 
should  endorse  the  cards  indicating  his  approval  or  disapproval. 

The  difference  between  this  proposed  system  and  the  card  record 
of  complaints  now  maintained  in  the  business  office,  is  that  the  present 
system  merely  lists  complaints  affecting  property  and  does  not  con- 
tain any  information  as  to  the  manner  in  which  the  police  worked 
upon  the  case  or  the  final  disposition,  except  in  cases  where  an 
arrest  or  recovery  of  property  has  been  effected.  Moreover,  the 
present  system  requires  that  the  card  should  be  written  by  clerks 
in  the  business  office,  being  copied  from  the  original  reports,  while 
the  suggested  plan  would  require  the  detectives  to  make  out  the 
cards  and  reports  and  forward  them  to  headquarters  for  filing. 
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'Plus,'  cards,  upon  receipt  at  the  detective  bureau,  should  be 
carefully  reviewed  by  the  sergeant  or  captain  of  detectives,  and 
reports  or  complaint  cards  having  insufficient  information  should 
be  returned  to  the  detectives,  who  should  be  required  to  complete 
the  information  railed  for  by  the  printed  headings. 

6 — Detectives'  Daily    Report. 

Each  detective  should  be  required  to  prepare  a  daily  report,  setting 
forth  the  time  he  reported  for  duty,  the  cases  he  worked  on  indi- 
cated by  the  serial  number,  a  brief  description  of  his  activities  in 
each  case,  stating  the  names  of  persons  interviewed  and  other  in- 
formation necessary  to  enable  the  captain  of  detectives  to  judge 
of  the  efficiency  of  the  detectives.  General  statements  such  as 
"visited  pawnshops,  hotels,  lodging-houses,  etc.",  "investigated  the 
Jones  case'*,  etc.,  should  not  be  tolerated.  The  report  should  show 
the  time  spent  in  court,  the  title  of  the  case,  and  the  results.  These 
daily  reports  should  be  endorsed  by  the  senior  detective  in  charge 
of  the  division  and  forwarded  to  the  captain  of  detectives,  who 
should  review  them  and  cause  them  to  be  filed  under  the  name  of 
the  detective,  so  that  at  any  time  it  may  be  possible  to  review  all 
of  the  reports  of  any  detective  for  a  given  period. 

7 — Telephone  Record. 

There  should  be  maintained  at  the  central  office  and  at  each  of  the 
division  offices  a  telephone  record  in  which  should  be  entries  show- 
ing all  incoming  and  outgoing  messages — the  rules  governing  the 
suggested  telephone  record  for  the  use  of  the  uniformed  force  should 
also  apply  to  the  detective  bureau. 

8 — Daily  District  Report. 

Each  morning  the  senior  detective  in  charge  of  each  division  should 
prepare  and  furnish  the  chief  with  a  report  showing  the  activities 
of  his  squad  for  the  preceding  twenty-four  hours.  This  report  should 
show  under  printed  headings : 

The  number  of  complaints  received  during  the  twenty-four  hours 
classified  as  to  the  crimes  complained  of; 

The  total  number  of  complaints  under  each  of  the  crimes  com- 
plained of  to  date  of  the  current  month; 

The  total  number  of  complaints  under  the  same  heading  received 
to  the  same  period  of  the  preceding  year; 

The  total  number  of  these  complaints  disposed  of  by  arrests,  as 
unfounded  or  under  investigation; 

The  total  amount  of  property  reported  stolen  during  the  pre- 
ceding twenty-four  hours,  during  the  month  to  date,  during 
the  year  to  date,  during  the  same  periods  of  the  preceding 
year.  The  total  amount  of  property  recovered  for  the  same 
periods ; 

Number  of  detectives  present; 
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The  number  and  names  of  those  absent  and  the  reasons  therefor; 
Total  number  of  hours  spent  by  detectives  in  the  investigation 

of  specific  cases,  in  freelancing,  in  court,  at  the  offices,  etc. ; 
Total  number  of  arrests  made  by  each  detective,  classified  as  to 

crimes,  and  whether  the  arrests  were  "pick-ups"  or  the  result 

of  investigations. 

9 — Daily  Consolidated  Report. 

Upon  receipt  of  these  reports  from  the  division  commanders,  the  cap- 
tain of  detectives  should  cause  to  be  prepared  a  consolidated  daily 
report  which  would  furnish  all  of  the  information  listed  above  con- 
cerning all  branches  of  the  detective  service. 

10 — Weekly  Consolidated  Report. 

Each  Monday  morning  the  captain  of  detectives  should  furnish  the 
chief  of  police  and  the  commissioner  of  public  safety  or  the  board 
of  commissioners  with  a  weekly  consolidated  report.  This  repon 
should  contain  a  recapitulation  of  all  of  the  data  contained  on  the 
daily  reports. 

11 — Unusual  Occurrence   Reports. 

Under  the  present  system,  five  copies  of  every  complaint  and  every 
arrest  for  a  felony  are  made  and  distributed  to  the  various  bureau! 
at  headquarters — one  being  retained  in  the  precinct  from  which  the 
report  originates,  another  going  to  the  desk  of  the  chief  of  police. 
The  result  is  that  the  chief  receives  so  many  reports  in  the  course 
of  a  day  as  to  make  their  review  impossible. 

Moreover,  many  of  these  reports  are  routine  and  do  not  call  for 
review  by  the  chief;  but  in  order  that  the  chief  and  the  adminis- 
trative heads  shall  be  currently  advised  of  all  important  happenings, 
it  is  recommended  that  the  chief  of  detectives  furnish  a  report  in 
duplicate  of  all  unusual  cases  or  happenings  in  connection  with 
detective  work.  This  report  should  be  forwarded  as  soon  as  the 
crime  or  occurrence  has  been  discovered. 

Bureau  of  Criminal  Identification 

In  connection  with  the  detective  bureau,  there  is  maintained  and  operate! 
a  bureau  of  criminal  identification  under  the  supervision  of  a  patrolman 
detailed  to  this  work.  To  assist  him  in  the  taking  of  measurements  and 
fingerprints  and  the  maintenance  of  records,  nine  patrolmen,  each  of  whom 
receives  $1,464  a  year,  are  assigned  to  this  bureau.  Five  of  these  patrolmen 
are  used  in  the  maintenance  of  criminal  identification  records,  two  ar< 
signed  to  clip  newspapers  with  relation  to  police  news  and  to  maintain  scrap 
books,  while  two  are  utilized  as  photographers.  The  policemen  assigned  as 
photographers,  although  carried  on  the  roll  of  the  bureau  of  criminal  identi- 
fication, do  not  work  under  the  direction  of  nor  are  they  responsible  to  the 
head    of    this    bureau.      Although    the    taking    and    recording    of    Bertillon 
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measurements  and  fingerprints  require  scientific  training,  no  provision  is 
made  for  training  these  patrolmen.  However,  for  one  who  had  to  obtain 
the  technical  knowledge  required  as  best  he  could  and  who  was  given  little 
or  qo  opportunity  to  obtain  instruction  in  this  most  technical  and  scientific 
work,  the  presenl  head  of  the  bureau  shows  splendid  enthusiasm  and  ability 
in  his  management  of  the  division  and  is  to  be  commended  for  his  efforts  in 
this  direction.  The  cost  of  operating  this  bureau  and  the  number  of  em- 
ploye.■>  assigned  to  it  are  so  large  (especially  by  comparison  with  the  same 
work  in  other  communities)  as  to  warrant  immediate  action  on  the  part  of 
the  police  board  or  the  chief  toward  the  reduction  in  the  number  of  men 
detailed  to  this  work. 

The  maintenance  of  a  press  clipping  stall'  at  a  cost  of  $2,928  per  year, 
irrespective  of  the  pension  cost  which  goes  with  police  service,  and  especially 
when  these  clippings  are  rarely,  if  ever,  called  for  and  are  filed  in  such  a 
manner  that  if  they  were  needed  it  would  be  difficult  to  find  them,  is  an 
extravagance  which  should  not   be  < otenanced  by  the  police  board. 

The  number  of  photographs  taken  in  the  studio  and  the  amount  of  work 
involved  in  printing  and  mounting  should  keep  only  one  photographer  rea- 
sonably   occupied. 

Tins  bureau  is  maintained  at  a  total  cost  in  salaries  of  $14,640  per  year, 
exclusive  of  the  pension  liability  inclined,  which  very  much  increases  the 
cost  above  that  figure.  In  the  direct  line  of  duty  for  the  San  Francisco 
police  department,   the   following  services  were   rendered: 

996  prisoners  were  measured,  photographed  and  fingerprinted; 
712  records  were  furnished  the  district  attorney; 
26,295  circulars   for   persons   wanted   and    describing   stolen   property 
were  prepared  and  mailed ; 
9,597  photographs  with  descriptions  were  received  from  other  cities 

and  filed; 
5.380  prints  were  received  and  filed. 

In  connection  with  the  exchange  of  photographs  and  records  of  criminals 
with  cities  throughout  the  United  States,  the  following  services  were  per- 
formed: 14,100  photographs  and  12,600  fingerprints  were  sent  out  to  other 
cities. 

The  operation  of  this  exchange  system  of  photographs  and  criminal  rec- 
ords, while  in  accordance  with  good  practice  and  indicating  the  enthusiasm 
of  the  head  of  the  bureau,  is  so  extensive  as  to  suggest  the  need  of  an 
inquiry  to  determine  the  wisdom  of  continuing  it.  Tp.  this  connection,  it 
may  be  said  that  while  it  is  wise  and  good  police  practice  to  exchange 
photographs  of  important  criminals  and  those  of  a  vicious  type,  not  all  of 
the  cities  observe  the  same  rules  with  regard  to  whom  the  police  shall 
photograph  and  fingerprint.  The  result  is  that  a  great  deal  of  time  and 
energy  is  expended  in  maintaining  practically  a  separate  rogue's  gallery  of 
each  of  the  communities  with  which  the  exchange  is  carried  on,  and,  further, 
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many  hundreds  of  pictures  which  are  received  are   of  practically  no  value 
to  the  San  Francisco  police  department. 

Rogue's  Gallery  Ineffectively  Maintained 

There  are  on  file  in  the  bureau  at  present  114,040  pictures.  These  photo- 
graphs, instead  of  being  filed  in  cabinets,  are  pasted  in  scrap  books.  The1 
head  of  the  bureau  has  endeavored,  as  far  as  it  is  possible  under  this 
system,  to  keep  the  books  indexed  and  grouped  according  to  a  few  criminal 
specifications,  such  as  "con"  men,  pickpockets,  forgers,  etc.,  but  it  is  not! 
possible  for  him  to  classify  the  photographs  by  facial  characteristics,  which 
is  a  very  effective  classification  in  a  rogue's  gallery.  Moreover,  the  number! 
of  the  prisoner  and  his  name  are  shown  on  the  face  of  the  print  or  the! 
card  upon  which  the  print  is  pasted.  This  procedure  has  been  condemned 
as  leading  to  vicious  practices  and  malicious  identifications.  Nothing  should 
appear  upon  the  face  of  a  rogue's  gallery  picture  except  the  likeness.  The 
history,  the  number,  and  other  information  should  be  upon  the  reverse  side1 
of  the  picture,  and  should  not  be  disclosed  to  persons  seeking  to  make1 
identifications  through  the  rogue's  gallery. 

It  is  recommended  that  the  gallery  be  supplied  with  standard  tiling 
cabinets. 

Method  of  Taking  Pictures  from  Gallery  Irregular 

Photographs  are  removed  from  the  gallery  upon  the  oral  order  of  the 
chief  or  the  captain  of  detectives,  and  when  a  written  order  is  furnished, 
no  reasons  are  stated  therein,  except  upon  rare  occasions.  It  is  recommended 
that  the  rule  provide  and  that  the  chief  issue  orders  to  the  Bertillon  operator 
that  no  picture  be  taken  from  the  gallery  for  any  reason  except  upon  the 
written  order  of  the  captain  of  detectives  or  the  chief  of  police,  and  that  this 
order  shall  state  in  detail  the  reasons  for  ordering  the  removal  of  the  picture 

Detectives  and  members  of  the  department  desiring  to  secure  extra  copies 
of  pictures  of  criminals  should  not  be  permitted  to  do  so  except  upon  the 
order  of  their  immediate  superior,  the  captain  of  detectives.  It  should  not 
be  possible  for  any  reason  to  obtain  from  the  gallery  copies  of  rogues'  gal- 
lery pictures,  regardless  of  what  purpose  may  be  involved,  except  upon  tin 
order  of  a  superior  officer. 

The  Bertillon  operator  should  maintain  a  record  containing  the  name  of 
the  person  whose  picture  was  removed,  the  date  of  removal,  by  whom  ordered 
and  the  reason  stated.    He  should  file  the  original  order  of  removal. 

Photograph  Gallery  Should  Be  Under  Supervision  of  Bertillon  Operator 

The  photographer  of  the  department  should  be  under  the  supervision  of 
the  head  of  the  bureau  of  criminal  identification  and  should  report  directlj 
to  him.  Orders  to  the  photographer  should  be  forwarded  only  through  tlu 
head  of  the  bureau.     Under  the  present  plan,  detectives  and  other  members 
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of  the  department  engage  the  time  of  the  department  photographers  in 
services  of  which  the  bureau  of  criminal  identification  has  no  record  and 
over  which  it  exercises  no  supervision.  No  pictures  should  be  taken  or 
photographic  work  done  by  the  photographer  excepl  upon  the  order  of  the 
Bertillon  operator.     This  rule  should  be  issued  and  strictly  adhered  to. 

Vice 

For  the  enforcement  of  the  laws  against  gambling,  prostitution  and  the 
conduct  of  disorderly  places  and  the  laws  regulationg  the  sale  of  liquor, 
responsibility  is  placed  with  the  captains,  lieutenants,  uniformed  force  and 
the  white  slave  bureau  of  the  department.  In  addition,  the  chief  personally 
directs  certain  members  of  the  force  in  this  class  of  work,  and  these  men  are 
frequently  under  the  supervision  of  his  confidential  secretary. 

Not  only  is  the  responsibility  for  the  enforcement  of  certain  statutes  with 
relation  to  prostitution  and  vice  placed  on  the  uniformed  force,  but  the 
members  of  the  patrol  force  are  actually  required  to  make  physical  inspec- 
tions of  saloons,  disorderly  places  and  recognized  houses  of  prostitution. 
Thus,  the  uniformed  patrolmen  are  thrown  into  contact  with  a  class  of  work 
extremely  difficult  to  supervise  and  with  a  class  of  people  who  have  done 
more  to  produce  police  corruption  and  dishonesty  than  any  other.  More- 
over, the  very  moment  that  uniformed  patrolmen  are  used  in  connection 
with  enforcement  of  the  vice  laws,  their  efficiency  as  patrolmen  is  immedi- 
ately reduced,  because  permitting  them  to  enter  saloons  to  make  inspections 
and  to  enter  disorderly  premises  or  immoral  resorts  for  purposes  of  observa- 
tion, makes  it  so  difficult  to  insure  adequate  supervision  over  their  ordinary 
police  work  that  they  become  much  less  efficient. 

As  a  matter  of  fact  the  breakdown  in  the  discipline  which  was  observed 
on  patrol  posts  may  be  directly  attributed  to  the  rule  which  requires  them 
to  inspect  saloons.  It  was  interesting  to  observe  the  diligence  and  faithful- 
ness of  the  patrol  force  in  inspecting  these  saloons.  It  was  also  interesting 
to  observe  how  long  the  policemen  remained  within  the  saloons  holding 
friendly  conversation  with  the  bartenders  or  the  cigar  men  in  the  foyers. 
Just  how  a  sergeant  of  police  supervising  patrol  can  determine  whether  the 
visit  of  a  policeman  to  a  saloon  was  for  inspection  purposes  or  for  reasons 
not  conducive  to  good  police  service,  is  difficult  to  understand. 

That  the  department  should  be  so  zealous  in  having  the  saloons  inspected 
md  in  requiring  the  patrolmen  to  report  any  physical  change  in  the  equip- 
nent  or  alteration  affecting  the  location  of  the  furniture  within  a  saloon 
ind  at  the  same  time  tolerate  existing  conditions,  particularly  the  more  or 
ess  open  soliciting  for  the  purposes  of  prostitution  and  other  immoral  con- 
luct  in  so  many  licensed  premises,  is  scarcely  consistent  police  work. 

That  the  uniformed  members  of  the  force  be  relieved  of  all  responsibility 
n  connection  with  the  enforcement  of  the  statutes  regulating  the  sale  of 
iquor    and    the    suppression    of    gambling    and    prostitution    cannot    be    too 
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strongly  urged.  It  is  further  recommended  that  the  rules  prohibit  a  police- 
man in  uniform  from  entering  premises  licensed  to  sell  liquor,  except  to 
suppress  a  riot  or  to  make  an  arrest  for  the  commission  of  some  crime. 

But  every  patrolman  and  every  sergeant  and  indeed  every  captain  should 
be  held  strictly  responsible  for  reporting  every  place  on  the  post  or  within 
the  district  which  is  suspected  of  being  operated  or  used  for  illegal  purposes. 
These  reports  should  be  forwarded  directly  to  headquarters  and  made  the 
subject  of  careful  review  by  the  administrative  heads  and  the  chief,  and  the 
investigation  should  be  conducted  by  selected  and  trusted  men.  That  this 
plan  has  resulted,  in  some  cities,  in  the  exposure  of  one  or  more  corrupt 
police  officials  who  violated  their  trust  and  resorted  to  blackmail,  is  not 
evidence  of  its  failure.  The  theory  of  this  plan  of  suppressing  vice  is  to 
remove  the  temptation  from  the  majority  of  the  force  and  to  prevent  as  far 
as  possible  an  unwholesome  contact  of  the  patrol  service  with  these  con 
taminating  influences  by  confining  the  work  to  a  small  group  which  can  hi 
closely  supervised  and  observed. 

Commercialized  Prostitution  Tolerated 

While  no  moral  survey  was  made,  and  while  this  report  does  not  aim  tc 
report  upon  the  moral  condition  of  the  city,  it  is  necessary  to  call  attentiorj 
to  the  policy  followed  and  the  efficiency  obtained  in  the  enforcement  of  al 
statutes.  Even  casual  observation  of  the  vice  conditions  existing  within  thfl 
city  today  shows,  by  comparison  with  similar  observations  made  upon  twc 
former  occasions,  that  the  amount  of  commercialized  vice  has  largely  de-i 
creased,  but  conditions  remain,  not  alone  in  the  section  of  the  city  wheren 
commercialized  houses  of  prostitution  are  tolerated  and  permitted  to  operate; 
openly,  but  in  many  sections  of  the  city  where  apartments  are  being  con] 
ducted  as  disorderly  houses,  which  warrant  determined  and  definite  police! 
action. 

Exactly  what  the  police  policy  regarding  vice  may  be  is  difficult  t<»  <\v 
termine  from  the  conditions  observed.  In  some  parts  of  the  city,  the  record* 
show  particular  police  activity  which  would  indicate  that  the  policy  was  on<i 
of  suppression,  but  a  visit  to  other  sections  of  the  city  and  other  street*] 
would  indicate  a  policy  of  broad  toleration.  The  policy,  as  described  by  thi 
police  officials,  is  one  of  gradual  suppression.  Just  how  the  gradual  sup' 
pression  policy  is  to  be  exercised  by  the  police  has  not  been  definitely  out 
lined.  As  the  conditions  are  at  present,  regardless  of  what  may  be  the  policy 
of  the  police  department,  San  Francisco's  vice  can  scarcely  he  said  to  b( 
segregated.  A  clearer  conception  of  the  conditions  might  be  had  from  the 
statement  that  in  one  section  of  the  city  there  is  a  greater  amount  of  ex- 
posed and  open  commercialized  prostitution  than  in  other  parts  of  the  city1 

During  the  first  two  weeks  of  the  survey  there  was  what  seemed  to  he  ai 
abnormal  amount  of  soliciting  for  purposes  of  prostitution  on  the  mail 
thoroughfare.  This  condition,  however,  was  vastly  improved  during  tin 
latter  part  of  the  study.     No  extraordinary  exercise   of  police   activity  wai 
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observed  and  there  was  no  large  increase  in  the  number  of  arrests  Eor  streel 
solieit i  11  lt.  ye1   the  conditions  in  this  particular  rapidly  unproved. 

Because  of  the  lack  of  a  settled  policy  with  relation  to  the  enforcement 
of  the  vice  statutes  and  in  anticipation  of  the  adoption  of  a  policy  of  abso- 
lute suppression,  many  prostitutes  have  rented  apartments  in  various  parts 
of  tin'  city  and  are  conducting  these  apartments  as  disorderly  places.  That 
this  condition  has  become  more  marked  in  the  last  year  is  conceded  by  most 
of  the  police  officials  and  by  the  owners  of  a  number  of  the  tolerated  houses 
of  prostitution. 

That  the  police  have  no  definite  policy  with  relation  to  the  suppression 
of  vice  (excepl  thai  the  department,  through  its  captains  and  officers  de- 
tailed to  the  white  slave  Imreau.  attempts  to  vigorously  suppress  such  con- 
ditions if  found  in  paris  of  the  city  which  the  records  show  have  not  already 
been  affected  .  is  due  to  the  failure  on  the  pari  of  the  administrative  heads 
of  the  city  to  ti\  a  policy.  In  fairness  to  the  police  administration,  it  may 
aid  that  the  desire  of  most  of  the  police  officials  interviewed  upon  this 
subject  is.  as  far  as  possible,  to  effect  suppression  through  police  activity. 

Activities  With  Relation  to  Protection  of  Young  Women  Not  Effective 

Wholly  aside   from  the   question   of  what   the  police   department   may  or 

may  not  he  doing  with  relation  to  commercialized  vice,  the  department  is  not 
efficiently  meeting  its  obligations  to  reduce  the  contributing  causes  to 
prostitution. 

Three  women  protective  officers  are  employed  by  the  department.  These 
women  operate  under  the  supervision  of  the  head  of  the  white  slave  bureau 
and  form  a  part  of  the  organization  of  this  branch  of  the  service.  One  of 
these  women  officers  is  working  in  conjunction  with  an  effective  civic  agency 
in  the  investigation  of  cases  of  youthful  unmarried  mothers  for  the  purpose 
of  securing  prosecution  of  men  responsible  for  this  condition  and  rendering 
aid  to  the  unfortunate  young  women  involved.  Her  w^ork  is  distinctly  police 
service,  her  attitude  is  such  as  to  make  her  especially  efficient  in  this  work, 
and  her  previous  training  enables  her  to  render  service  which  is  very  valu- 
able. However,  the  records  maintained  by  the  department  with  reference 
to  her  work  are  of  no  value.  Not  only  are  they  lacking  in  information  as 
to  history  and  causes,  but  likewise  as  to  the  follow-up  and  results  accom- 
plished. The  other  two  women  are  performing  numerous  services  never  in- 
tended to  be  included  as  a  part  of  the  duties  of  protective  officers,  wdiich, 
through  no  fault  of  the  women  themselves,  render  them  less  valuable.  Part 
of  the  work  performed  by  all  three  of  the  women  may  be  termed  the  func- 
tions of  a  matron  or  a  stewardess,  while  still  other  duties  imposed  upon 
them  belong  distinctly  to  the  work  of  male  members  of  the  department. 

With  but  three  women  protective  officers  in  San  Francisco,  with  the  cafes, 
wine  rooms,  and  other  conditions  contributing  to  immorality  that  exist,  it  is 
not  efficient  to  impose  upon  these  women  duties  which  deprive  them  of  the 
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time  and  energy  that  should  be  devoted  to  the  protection  of  the  young  girls 
of  the  city. 

Women  police  officers,  or  as  they  are  called,  "protective  officers,"  have  a 
very  important  part  to  play  and  a  very  definite  function  to  perform  in  the 
police  program  of  a  city.  To  utilize  them  for  commonplace,  every-day 
police  service  such  as  is  done  in  this  city,  is  but  to  reduce  their  efficiency 
and  make  it  impossible  for  them  to  accomplish  the  results  desired. 

Some  of  the  duties  referred  to  may  be  best  described  by  stating  that 
frequently  the  women  protective  officers  are  assigned  to  escort  women  pris- 
oners from  the  city  prison  to  their  homes  when  such   pris< is  have  private 

errands  to  do;  to  remain  in  charge  of  women  prisoners  who  are  detained  in 
hospitals  by  illness;  to  travel  long  distances  through  the  city  to  arrest  women 
charged  with  minor  offenses,  and  the  like.  While  it  is  true  that  all  of  tl 
practices  are  in  accordance  with  the  humane  handling  of  women  prisoners, 
yet  they  are  the  functions  of  matrons  and  not  of  protective  officers.  A  very 
much  higher  grade  of  woman  is  required  for  protective  officer  than  for 
matron  and  the  difference  in  salary  and  duties  should  correspond  to  the  dif- 
ference in  qualifications  required. 

The  efficiency  of  the  department  would  be  greatly  improved  if  the  women 
protective  officers  wrere  used  exclusively  for  the  work  which  it  was  intended 
they  should  do. 

Need  for  Prompt  Municipal  Action 

The  contributing  causes  of  immorality  to  which  the  young  women  of 
San  Francisco  are  exposed  are  many  and  tor  the  greater  part  of  them  the 
municipal  authorities  are  directly  responsible.  The  legislative  powers  of  the 
municipality  are  defective  in  this  respect.  This  may  be  illustrated  by  point- 
ing out  that  a  saloon  which  is  licensed  to  sell  liquor  to  men  only  and  in 
which  no  women  patrons  are  permitted,  is  prohibited  from  having  booths 
or  compartments  that  are  not  open  and  free  of  curtains  or  any  other  ob- 
struction to  vision,  and  moreover,  even  the  open  booths  that  are  allowed  are 
restricted  to  a  certain  height.  The  same  board  of  police  commissioners 
which  is  required  to  impose  these  restrictions  may  issue,  at  the  same  meeting, 
a  liquor  license  to  a  cafe  or  restaurant  which  is  frequented  by  male  and 
female  patrons  and  in  which  booths  and  rooms  and  curtained  places  are 
permitted. 

That  the  private  room  and  the  small  private  booth  in  the  wine  room  and 
cafe,  extending  as  they  do.  an  invitation  and  a  temptation,  are  contributing 
causes  of  immorality,  is  no  longer  disputed,  but  is  conceded  on  every  hand. 
Yet  the  number  of  places  licensed  to  sell  liquor  in  the  city  of  San  Francisco 
in  which  these  private  rooms  and  booths  exist,  is  large  enough  to  warrant 
the  enactment  of  legislation  compelling  their  abandonment.  Therefore,  it 
is  recommended  that  an  ordinance  be  enacted  to  remedy  this  condition  and. 
pending  the  enactment,  all  such  places  be  subject  to  the  frequent  inspection 
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of  the  women  protective  officers  as  a  protection  to  the  young  women  of  the 
eity. 

Protective  Officers  Should  Inspect  Moving-Picture  Shows 

A  number  of  moving-picture  theaters  were  visited  and  inspected.  Some 
were  found  t<>  be  in  almosl  total  darkness  during  the  exhibition  of  pictures. 
Total  darkness  Is  oo  longer  required  in  order  to  display  moving  pictures,  as 
is    demonstrated    by    the    majority    of    the    well-conducted    moving-picture 

houses  in  the  city.  Total  darkness,  however,  has  been  resorted  to  by  man- 
agers in  some  places  as  an  attraction,  and  is  maintained  during  exhibitions 
for  commercial  reasons.  Darkness  in  public  places  is  a  menace  to  the  morals 
of  young  women  and  should  nol  be  permitted.  The  women  protective 
officers  should  be  required,  as  a  part  of  their  routine  duties,  to  visit  moving- 
picture  houses  and  observe  the  age  of  the  girl  patrons  with  a  view  to  pre- 
venting  unescorted  minors  from  being  admitted.  As  a  further  protection  to 
women  patrons  of  moving-picture  houses,  an  ordinance  should  be  enacted 
requiring  all  moving-picture  houses  to  reserve  a  certain  number  of  seats  on 
either  side  of  the  aisle  exclusively  for  the  use  of  women  patrons  unescorted 
by  men.  This  ordinance  is  already  in  effect  in  many  cities,  while  in  still 
other  cities  managers  do  this  as  a  matter  of  decency  without  legal  require- 
ment. It  is  suggested  that  the  chief  of  police  or  the  commissioners  request 
the  owners  of  moving-picture  theaters  to  set  aside  a  part  of  their  houses 
for  the  exclusive  use  of  women,  and  it  will  be  found  that  the  majority  of 
the  managers  will  do  this  if  requested. 

The  Abolition  of  the  White  Slave  Bureau  Recommended 

Prior  to  the  adoption  of  the  abatement  law,  the  department  required  the 
registration  of  prostitutes  and  maintained  a  card  record  with  the  photograph 
of  each  woman  registered.  This  has  since  been  abolished,  although  the  old 
records  are  still  retained.  These  records  are  in  the  custody  of  a  detective 
sergeant  and  a  detective  who  are  in  charge  of  what  is  termed  the  "white 
slave  bureau."  This  bureau  has  its  office  in  a  very  small  room  off  the  main 
hall  in  the  Hall  of  Justice  and  has  windows  opening  on  to  a  courtyard 
through  which  persons  on  the  opposite  side  of  the  building  have  an  un- 
obstructed view.  The  three  women  protective  officers  are  required  to  use 
this  room  as  their  office.  Thus,  not  only  is  there  no  privacy  afforded  the 
young  women  who  have  occasion  to  meet  the  women  protective  officers,  but 
the  business  transacted  there  is  exposed  and  is  under  the  observation  of  men. 

Since  the  registration  of  prostitutes  has  been  abandoned,  it  is  recom- 
mended that  this  bureau  be  abolished  and  the  handling  of  the  vice  situation 
be  taken  under  the  immediate  control  of  the  chief  and  such  officers  as  he 
may  detail  to  his  staff.  At  any  rate,  it  is  urged  that  separate  quarters  be 
provided  for  the  women  protective  officers  in  a  part  of  the  building  where 
they  and  those  having  business  with  them  will  not  be  obliged  to  meet  the 
male  officers.     It  is  also  recommended  that  these  women  protective  officers 
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be  made  directly  responsible  to  the  chief  or  his  confidential  clerk,  and  that 
all  orders  directed  to  them  be  issued  by  the  chief  or  his  clerk.  Under 
present  conditions  they  are  subject  to  the  orders  of  any  commanding  officer, 
with  the  result  that  officers  who  do  not  thoroughly  understand  the  functions 
of  these  protective  officers  waste  their  time,  as  described  above. 

Records  and  Reports 

While  it  is  apparent  that  the  chief  has  endeavored  to  provide  a  system 
which  will  result  in  recording  and  reporting  the  general  activities  of  the 
department  and  the  complaints,  yet  the  whole  recording  and  reporting  system 
as  at  present  operated  is  most  defective  and  in  need  of  reorganization  for  the 
following  reasons : 

1 — The  control  over  the  records  is  inadequate  because  they  are  scattered 
throughout  the  various  bureaus  of  the  department,  such  as  business 
offices,  the  general  office,  the  property  clerk's  office,  the  white  slave 
bureau,  the  permit  and  license  division,  the  office  of  the  commissioners, 
and  the  chief  clerk's  office. 

2 — Because  of  the  number  of  bureaus  which  are  maintaining  records,  there 
is  considerable  duplication  of  effort  and  unnecessary  loss  of  time. 

3 — The  procedure  for  the  handling  of  complaints  and  correspondence  makes 
no  provision  for  recording  the  action  taken,  or  the  tabulation  and 
review  of  the  complaints,  or  the  filing  of  the  original  documents  and 
reports  concerning  complaints. 

4 — The  records  maintained  at  the  several  police  district  stations  are  not  in 
accordance  with  any  uniform  rule. 

5 — Because  of  the  absence  of  a  definite  procedure  which  would  bring  to- 
gether all  reports  and  records  affecting  each  individual  matter,  it  is 
not  possible  for  the  chief  or  administrative  heads  to  review  the  rec- 
ords. Reference  to  them  is  made  especially  difficult  and  the  fixing 
of  responsibility  for  loss,  alteration  or  destruction  impossible. 

No  more  important  reform  is  needed  in  San  Francisco's  police  department! 
than  a  complete  revision  of  the  recording  and  reporting  division,  and  the  I 
installation  of  a  system  which  will  facilitate  ready  reference  to,  and  review 
and  control  of.  all  records. 

Establishment  of  a  Central  Record  and  Filing  Division  Recommended 

To  effect  this,  it  will  be  necessary  to  establish  at  once  a  central  record  and 
filing  division  under  the  immediate  supervision  of  the  chief  clerk.  All  of  the 
records  at  headquarters,  with  the  exception  of  the  detective  bureau's  active 
case  records,  should  be  maintained  and  filed  in  this  division,  thus  centralizing 
all  of  the  records  under  one  head,  who  should  be  held  strictly  responsible  for 
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heir  maintenance,  care  and  safe-keeping.  Thus  all  of  the  records  now  main- 
ained  by  the  property  clerk,  with  the  exception  of  such  records  as  are  neces- 
sary for  the  current  business  of  that  office,  all  of  the  records  maintained  by  the 
white  slave  bureau,  the  chief  clerk's  office,  the  board  of  commissioners,  and 
mch  other  divisions  as  are  now  maintained,  should  be  transferred  to  the 
central  record  and  filing  division.  A  definite  procedure  for  the  maintenance 
)f  these  records  and  the  operation  of  this  division  should  be  adopted,  and  this 
3rocedure  should  fix  the  duties  of  the  chief  clerk,  making  him  responsible  for 
;he  supervision  of  all  clerical  services  performed  throughout  the  department. 

Present  Light-well  Should  Be  Converted  Into  Record 
and  Filing  Division  and  Business  Office 

In  order  to  obtain  adequate  space  for  the  central  record  and  filing  division 
which  should  be  operated  as  the  business  office  of  the  department,  it  is  recom- 
mended that  the  light-well  in  the  center  of  the  Hall  of  Justice  be  covered 
aver  and  reconstructed  at  a  nominal  cost  so  as  to  make  possible  the  utilization 
)f  the  space  in  the  lower  portion  of  the  building  as  office  room.  With  the  use  of 
*lass  partitions  in  this  section  of  the  building,  it  would  be  possible  for  the 
'.hief  and  the  chief  clerk  to  observe  the  clerical  force  at  all  times. 

The  chief  clerk  should  serve  as  secretary  to  the  police  board,  being  required 
o  maintain  the  minutes  of  the  meetings  of  the  board.  With  the  establishment 
)f  this  central  division,  the  board  of  commissioners  should  see  to  it  that  no 
>ther  bureaus  or  branches  of  the  service  are  permitted  to  retain  separate 
•ecords  or  to  employ  clerical  assistance.  This  recommendation  does  not  mean 
hat  the  records  maintained  at  the  police  district  stations  should  be  transferred 
o  the  central  division.  Such  records  as  should  be  maintained  at  the  district 
tations  will  be  found  fully  described  in  the  pages  which  follow. 

In  fairness  to  the  men  in  charge  of  the  property  clerk's  office,  and  the 
;eneral  office,  it  must  be  said  that  the  management  and  the  records  main- 
ained  in  these  two  bureaus  are  as  efficient  as  could  be  expected  under  the 
xisting  circumstances. 

iureau  Should  Have  Adequate  Equipment 

All  correspondence  and  complaints  should  be  handled  by  this  division,  and 
be  bureau  should  have  the  following  equipment : 

A  machine  for  opening  mail; 

Time  clocks  and  number  stamps  for  recording  the  time  of  receipt  and 

the  number  of  each  incoming  communication; 
Pigeon  holes  or  racks  for  the  sorting  and  distribution  of  communications ; 
Necessary  quota  of  typewriting  machines ; 
A  machine  for  stamping  and  sealing  outgoing  mail; 
Sufficient  standard  steel  vertical  units  corresponding  in  size,   made  in 

sections  of  ten  drawers.    These  filing;  cabinets  should  be  of  a  sectional 
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type  which  may  be  built  up  by  adding  new  sections  from  time  t 
time,  and  equipped  with  a  locking  device  with  locks  which  shoulj 
always  be  under  the  control  of  the  chief  clerk. 


Definite  Procedure  Should  Be  Adopted 


, 


A  plan  of  procedure  for  the  receipt  and  distribution  of  mail  and 
handling  of  complaints  should  be  provided  at  once.  It  is  suggested  that  a 
mail  addressed  to  the  department  should  remain  in  the  postoffice  until  ealle 
for  by  an  authorized  messenger  of  the  chief  clerk.  The  department  shoulj 
have  its  own  mail  bag  equipped  with  a  lock  and  two  keys,  one  key  to  be  kepi 
at  the  postoffice,  and  the  other  at  the  office  of  the  chief  clerk.  At  various  time 
during  the  day  a  messenger  should  be  dispatched  to  the  postoffice,  where  tW 
mail  for  the  department  should  be  placed  in  the  bag  provided,  locked,  aD| 
delivered  to  the  messenger.  The  chief  clerk  should,  as  at  present,  take  charg 
of  the  mail  when  received.    The  mail  should  be  handled  as  follows : 

Opened ; 

Serially  numbered; 
Referred ; 
Briefed ; 
Acknowledged ; 
Distributed. 

Personal  mail  should  be  delivered  intact  to  the  officers  addressed.  If,  whe, 
opened  by  them,  the  matter  contained  therein  is  found  to  be  of  an  officii 
character,  the  communication  should  be  returned  to  the  central  division  to  I 
treated  as  all  other  official  communications. 

"Referring"  communications  in  many  cases  is  a  routine  matter,  and  ca 
be  done  without  any  particular  difficulty  by  the  chief  clerk.  In  other  tha 
routine  cases  the  chief  clerk  should  submit  the  papers  to  the  chief,  who  shou) 
indicate  thereon  the  person  by  whom  the  investigation  should  be  made. 

In  all  cases  there  should  be  prepared  a  synopsis  of  the  complaint,  omittii 
the  name  and  the  address  of  the  complaint  or  any  information  that  migl 
tend  to  disclose  his  identity.  This  synopsis  of  the  complaint  should  be  prepare 
on  what  would  be  known  as  a  "brief  sheet."  The  "brief  sheet"  should  1 
numbered  to  correspond  with  the  number  placed  upon  the  original  letter  ( 
complaint.  While  this  is  not  done  at  present  in  all  cases,  at  least  it  is  tl 
intent  of  the  department  to  provide  for  referring  complaints  without  disclosii' 
the  identity  of  the  complainant. 

It  is  therefore  recommended  that  all  original  communications  in  the  natu 
of  complaints  be  retained  in  the  record  and  filing  division,  and  only  a  synops 
of  the  complaint  be  submitted  for  purposes  of  investigation. 

Before  leaving  this  division  the  communication  should  be  recorded  by  seri 
number  on  a  communication  record,  after  which  the  papers  should  be  prepare 
for  distribution.   All  brief  sheets  should  be  made  out  in  duplicate,  the  origin 
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0  bo  sent  out  for  investigation,  and  the  copy  to  be  filed  in  the  pending  files, 
here  to  remain  until  the  reports  satisfactorily  disposing  of  the  complaint  are 
eceived. 

The  original  papers  in  connection  with  the  complaint  should  also  be  filed  in 
In-  serial  pending  file  by  serial  number,  thus  forming  a  follow-up  system  on 
omplaints.  The  latest  complaint  would  always  be  in  the  front  of  the  file  form- 
Qg  a  constant  reminder  to  the  chief  clerk  that  the  complaint  has  not  yet  been 
ettled.  Tlie  department  should  make  a  definite  rule  that  commanding  officers 
ml  other  persons  to  whom  complaints  are  referred  for  investigation  should 
le  a  report  of  the  action  taken  within  forty-eight  hours  after  receipt.  If  the 
Investigation  is  not  completed  in  this  time,  the  officer  in  charge  of  the  investiga- 
ion  should  nevertheless  tile  a  report  within  forty-eight  hours,  stating  the  facts, 
nis  report,  which  should  be  in  the  form  of  a  progress  report,  should  be  filed 
ith  the  original  papers  in  the  pending  file.  In  order  to  keep  control  over 
omplaints  and  to  guard  against  delay  in  sending  in  the  reports,  the  chief 
erk  should  send  out  a  formal  notice  at  stated  intervals  in  all  cases  where 
wnmanding  officers  have  neglected  to  file  a  report  within  the  prescribed  time. 

1  the  first  notice  sent  out  by  the  chief  clerk  does  not  result  in  a  satisfactory 
sport,  he  should  immediately  notify  the  chief  of  the  department,  who  should 
mse  an  investigation  of  the  delay  to  be  made. 

The  practice  at  present  in  the  department  with  relation  to  reporting  on 
amplaints  is  for  the  captain  to  refer  them  to  some  member  of  his  command, 
he  investigating  officer  makes  out  a  report  which  the  captain  forwards 
somatically  without  assuming  responsibility  for  its  accuracy  or  without 
idicating  in  any  manner  that  he  has  noted  the  diligence  exercised  by  the 
ficer  in  his  investigation.  This  practice  is  condemned  and  should  be  discon- 
nued  at  once.  The  commanding  officers  of  the  precinct  should  be  required  to 
>ake  the  reports  upon  complaints  over  their  own  signatures,  stating  in  the 
port  the  name  of  the  officer  who  was  assigned  to  the  case.  When  possible,  the 
port  should  be  made  on  the  back  of  the  brief  sheet  containing  a  synopsis  of 
e  complaint.  If  the  brief  sheet  is  not  large  enough  to  carry  the  entire  report, 
en  a  second  sheet  should  be  attached  to  the  brief  sheet  and  reference  made 
y  the  back  of  the  brief  sheet  as  to  the  second  sheet. 

A  proper  handling  of  complaints  requires  the  protection  of  the  complainants 
gainst  exposure,  intelligence  in  the  referring  of  the  complaint  for  investiga- 
im.  promptness  in  the  investigation  itself,  and  in  reports,  and  what  is  more 
portant  even  than  any  of  these — that  the  reports  upon  receipt  shall  be  care- 
Illy  reviewed.  So  much  depends  upon  obtaining  satisfactory  reports  that  the 
^>rk  of  reviewing  them  should  be  very  carefully  performed.  In  all  cases  of 
i  portance,  the  reports  should  be  forwarded  by  the  chief  clerk  to  the  chief  of 
te  department,  and  the  chief  clerk  should  be  required  in  such  cases,  after 
lving  reviewed  the  report,  to  indicate  whether  or  not  in  his  judgment  the 
J  port  shows  that  a  satisfactory  investigation  has  been  conducted.  In  order  to 
lotect  the  department  against  inaccuracies  or  dishonesty  in  the  investigation 
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of  reports,  steps  should  be  taken  to  provide  a  check  by  having  a  second  inves 
gation  conducted  occasionally  by  officers  of  the  chief's  staff  which  would 
wholly  independent  of  the  district  investigation.    In  all  cases  the  complain? 
should  be  furnished  with  a  brief  synopsis  of  the  report  with  the  request  thai 
he  notify  the  department  of  any  matters  contained  in  the  report  which  appea 
to  him  to  be  inaccurate  or  not  in  accordance  with  the  facts.   All  papers  shoul| 
then  be  filed. 

Filing  System 

The  files  should  be  divided  into  two  sections,    (one)    for  complaints- 
and  general — and  (two)  personal  files  to  include  the  personal  folders  that 
now  maintained  relating  to  the  members  of  the  force. 

Method  of  Securing  Papers  for  the  Files 

Under  the  present  plan  of  operation  the  lieutenant  in  charge  of  the  genei 
office  has  no  protection  against  the  loss  of  important  documents,  inasmuch 
practically  all  of  the  officers  of  the  department  have  access  to  the  files, 
rules  should  require  that  all  papers  and  documents  be  forwarded  to  the  fill 
division  as  promptly  as  possible.   A  form  of  requisition  should  be  adopted 
no  papers  be  permitted  to  leave  the  file  except  upon  a  requisition  signed 
an   officer   in   charge   of   a   division   and   with   authority   to    requisition, 
requisition  should  state  specifically  the  papers  desired  and  the  name  of 
person  desiring  their  use.   If  the  papers  for  any  reason  are  to  leave  the  state, 
leave  the  custody  of  the  department,  the  requisition  should  be  signed  by 
chief  of  the  department,  and  the  chief  clerk  should  proceed  to  have  the  nee 
sary  copies  made  in  order  to  protect  his  files. 

A  receipt  should  be  required  for  all  papers  taken  from  the  files.    Lai 
red  cards  to  be  known  as  "out  cards"  should  be  provided,  and  when  paj 
are  removed  from  the  files,  the  serial  number  of  the  documents  so  remoi 
should  be  placed  on  the  "out  card"  and  then  placed  in  the  files  from  wl 
the  papers  have  been  taken.    The  requisition  should  be  filed  in  a  pending 
and  not  removed  until  the  papers  are  returned  and  placed  back  in  the  files. 

If  the  papers  are  not  returned  within   forty-eight  hours,   a  "tracer"  d 
formal  notice  for  their  return  should  be  sent  out  to  the  bureau  or  person 
whom  the  papers  were  delivered.    When  the  papers  are  returned  to  the  file 
the  original  requisition  should  then  be  filed  permanently  for  future  referenc 

Statistics  Should  Be  Prepared  in  the  Office  of  the 
Central  Record  and  Filing  Division 

All  statistics  with  reference  to  the  police  department  and  its  work  shoui 
be  prepared  under  the  supervision  of  the  chief  clerk  in  the  central  record  ar 
filing  division.    In  the  matter  of  statistical  information,  San  Francisco's  poli< 
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apartment  is  wholly  deficient.  The  only  information  available  with  relation 
>  crime  is  the  number  of  arrests  classified  as  to  offenses  charged  and  the 
igposition  of  these  cases.  With  relation  to  the  finances  of  the  department  and 
ie  cost  of  police  protection,  practically  no  information  is  available  except  as 
»  the  total  amount  expended  for  the  items  as  classified  in  the  budget,  such  as 
ilarics,  city  prison,  supplies,  etc. 

The  methods  employed  for  tabulating  information  as  to  the  number  of 
rrests  and  their  disposition  are  as  follows:  A  card  is  forwarded  to  the  prop- 
rty  clerk's  office  in  each  case  of  arrest.  These  cards  are  sorted  as  to  offenses 
ad  a  count  is  made  daily  of  the  arrests  and  offenses  on  tally  sheets. 

To  establish  statistics  of  the  sorl  which  should  be  available  at  all  times  for 
ie  administrative  heads,  the  board  of  supervisors,  the  mayor  and  the  public, 
would  be  necessary,  if  the  present  procedure  were  continued,  to  engage  a 
reat  many  clerks.  However,  tabulated  statistical  information  can  now  be  pre- 
ared  by  a  mechanical  device  at  very  low  cost.  Machines  for  sorting,  tabu- 
iting,  and  accounting  can  now  be  leased  for  approximately  $1000  a  year, 
hese  machines  will  perform  the  work  of  six  or  seven  clerks. 

It  is  therefore  recommended  that  the  board  of  commissioners  make  inquiry 
slating  to  the  various  statistical  machines  on  the  market,  and  install  the  same 
t  the  central  record  and  filing  division  as  soon  as  possible.  If  this  is  done,  the 
lief  clerk  should  plan  for  the  preparation  of  adequate  statistical  information 
►ncerning  crimes  complained  of,  persons  complained  of,  persons  arrested,  cost 
:  operating  the  department  on  a  unit  cost  basis  in  the  various  branches  of 
ie  service,  cost  of  pensions,  and  such  other  financial  statistical  information  as 
essential  in  the  administration  of  a  police  department. 

ecording  of  Crime  Complaints 

There  should  be  maintained  in  this  division  a  card  record  of  complaints, 
very  complaint  received  by  the  department  or  any  of  its  members  should  be 
corded  upon  a  card  which  should  show  a  complete  history  of  the  action  taken 
:id  the  results  obtained.  These  cards  should  be  filed  by  districts  and  classified 
'  patrol  posts.  These  will  be  found  discussed  more  fully  in  the  pages  which 
How.  under  the  heading  "Citizens'  Complaint  Book." 

Monthly  Report  of  Complaints 

The  chief  should  require  that  from  these  complaint  cards  there  should  be 
lepared  a  monthly  report  showing  the  number  of  complaints  classified  in 
ieordance  with  standard  crime  classification,  and  for  this  purpose  he  should 
case  to  be  prepared  a  crime  classification  to  be  used  by  all  subordinate 
lanches  of  the  police  department  in  reporting  upon  complaints.  For  this 
1  rpose  the  following  crime  classification  is  suggested  for  adoption.  It  is  to  be 
membered  that  this  is  merely  suggestive,  and  not  conclusive. 
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Crimes  of  Violence 

Homicide — 

Accidental 

Murder 
Assault — 

Simple 

Felonious 

Attempted  felonious 
Kidnaping 
Extortion 
Rape 
Arson — dwellings 

Crimes  of  Theft 


Burglary 

Residence — day 

Residence — night 

Business — day 

Business — night. 
Unlawful  entry 
Larceny — 

Grand 

Pickpocket 

Petit 

Attempted  grand 

Attempted  petit 
Robbery — 

Highway 

Attempted  highway 

Accompanied  by  assault 
Stolen  property — 

Buying 

Receiving 
False  pretense — 

Obtaining  money  or  property 
Forgery    ■ 
Fraud 
Blackmail 

Crimes  By  Children 

Theft 

Disorderly 

Begging 

Truancy 

Peddling 

Gambling 

Use,  possession  or  traffic  in  habit-forming  drugs 

Crimes  Against  Children 

Cruelty  to 
Rape  of 

Endangering  morals  of 
Selling  liquor  to 
Selling  tobacco  to 
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Unlawfully  exhibiting 

Failure  to  provide  for 

Failure  to  comply  with  compulsory  education  law 

Employing  in  violation  of  labor  law 

Admitting  minors  to  dance  halls,  moving  picture  shows,  theaters, 

etc.,  unlawfully 
Abandonment  of 

Complaints  Against  Chastity 

Prostitution — 

Keeping  and  maintaining  houses  of 

Disorderly  houses 

In  connection  with  saloons 

In  connection  with  employment  agencies 

Houses  of  assignation 

In  tenement  houses 

Street  soliciting 

Mann  act  (white  slave  law),  violation  of  the 

Male  living  from  proceeds 

Collusion  of  police  with  those  engaged  in 

Renting  property  for  purposes  of 
Abduction — 

Of  minor 

Of  adult 
Seduction 
Bastardy — 

Of  adults 

Attempted 
Immoral  exhibitions  and  performances 
Indecent  exposure 

Distribution  of  obscene  pictures  or  literature 
Crimes  against  nature 
Adultery 

Complaints  of  Gambling 

Pool  selling 
Policy 

Bucket  shops 
Gambling  house 
Lottery 

Street  gambling 
Poker  clubs 
Slot  machines 

Complaints  of  Drug  Habit 

Habit-forming  drugs — 
Use  of 

Possession  of 
Sale  of 
Maintaining  establishments  for  use  of 

Complaints  Involving  Regulative  Statutes 

Excise — 

Illegal  sale  of  liquor 
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Disorderly  saloons 

Sale  of  liquor  during  prohibited  hours 

Miscellaneous 
Election  law,  violation  of — 

Illegal  registration 

Illegal  voting 

Fraudulent  practices  in  connection  with  elections 
Employment  agency  law,  violation  of — 

Operating  without  a  proper  license 

Municipal  rules  and  regulations  governing,  violation  of 
Sabbath  law,  violation  of  the 
Motor  vehicle  laws,  violation  of — 

Operating  without  license 

Speeding 

Miscellaneous 
Firearms — 

Carrying  concealed 

Discharging 

Illegal  sale  of 
Labor  law,  violation  of 
Tenement  house  law,  violation  of 
Usury 

Condition  of  boilers 
Miscellaneous 

Complaints  Concerning  Violations  of  Regulative  Ordinances 

Health — violation  of  sanitary  code — 

Sale  of  exposed  foodstuff 

Expectoration  in  public  places 

Food  adulterations 

Miscellaneous 
Fire  protection  and  prevention — 

Sending  of  false  alarms 

Reckless  blasting 

Storing  combustibles  without  permit 

Sale  of  fireworks  without  permit 

Failure  to  comply  with  fire  prevention  rules  and  regulatic 

Miscellaneous 

Ordinance  with  relation  to  weights  and  measures,  violation  of 
Licenses — 

Operating  without  license 

Miscellaneous 
Traffic  conditions — 

Speeding 

Congestion 

Miscellaneous 
Park  regulations 
Dance  halls — 

Disorderly 

Admitting  minors 

Improperly  conducted 

Miscellaneous 
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Pool  and  billiard  parlors — 

Disorderly 

Admitting  minors 

Improperly  conducted 
Pawnbrokers,  affecting  or  concerning 
Theatres,  regulations  concerning — 

Overcrowding 

Ticket  speculating 

-Miscellaneous 
Mendicancy 

Unnecessary  noises  on  highways 
Push  cart  peddlers 
Miscellaneous 

Destruction  of  Property 

Arson — 

Business  property 
Malicious — 

Injuring  city  property 

Interfering  with  railroad  signals 

Interfering  with  private  property 

Miscellaneous 

Miscellaneous  Complaints 

Abortion 
Fugitive 
Vagrancy 

Suspicious  persons 

Interference  with  lawful  assemblages 

Disorderly  persons 

Conspiracy 

Derelicts  in  bay 

Cruelty  to  animals 

Complaints  of  matters  under  jurisdiction  of  other  departments 

inancial  Records 

The  financial  records  as  at  present  maintained  are  under  the  control  of 
vo  separate  divisions  of  the  department,  namely,  the  general  office  and  the 
roperty  clerk,  the  general  office  maintaining  the  records  with  relation  to 
ie  salaries  and  operating  expenses,  while  the  property  clerk  maintains  the 
:cords  and  accounts  with  relation  to  the  contingent  fund.  The  property 
erk  is  required  by  the  charter  to  assume  all  control  and  management  of 
ie  contingent  fund  of  $10,000  a  year.  It  is  recommended  that  the  charter 
3  amended  so  as  to  place  the  control  of  all  of  the  records  (financial  and 
herwise),  and  the  contingent  fund,  with  the  chief  clerk  of  the  department. 

ecords  Which  Should  Be  Maintained  in  the  District  Station  House 

While  the  activities  of  the  department  are  recorded  in  a  general  way  in 
e  several  district  stations,  it  is  not  possible  to  establish  readily  from  the 
cords  certain  facts  which  should  be  matters  of  current  review  by  the  com- 
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manding  officers.  Moreover,  the  various  desk  officers  do  not  follow  an 
standard  procedure  in  the  posting  of  the  records  as  maintained.  Therefor* 
it  is  recommended  that  the  system  of  records  and  reports  for  use  at  th 
police  stations  be  revised  so  as  to  provide  for  the  following  records,  th 
entries  in  which  should  be  governed  by  the  rules  and  regulations  and  b 
inspected  and  supervised  by  the  captain,  and  occasionally  by  the  chief  clerl 
who  should  have  absolute  control,  subject  to  the  approval  of  the  chief,  ove 
all  records  maintained  in  the  department : 

1 — A  Record  of  Arrests: 

The  record  of  arrests  as  at  present  in  use  is  inadequate  in  that  tt 
rules  do  not  require  that  sufficient  information  concerning  the  pri 
oners  and  the  cause  of  their  arrest  be  recorded  in  this  book.  In  tl 
interest  of  securing  police  statistics,  it  would  be  more  efficient  if  a  ne 
record  of  arrests  were  designed  with  printed  headings  calling  f< 
detailed  information  concerning  the  pedigree  of  the  prisoner,  cause  < 
the  arrest  and  the  court  action.  The  headings  which  are  suggeste 
for  use,  and  the  form  of  the  record,  are  to  be  found  in  the  followir 
illustration : 


DATE: 


NUMBER 


.£R 


POST 


SEX 


DEGREE 

F.  M.  J.V. 


TIME  OF  ARREST 
A.M. 
P.M. 


social  <:oN0iTi.llrit<J 

"•'"•«         Ingt. 

*'"«'«       GE 
CHARGE 


COLOR 


READ  AND  WRITE 
Yn 


(Su.nam.)      NAME  OF  PRISON  ER 


(Tint  Nam*  and  Init'dll 


ADDRESS  OF  PRISONER 


NATIVITY  OF  PRISONER 


OCCUPATION 


TIME  IN  THIS 
COUNTRY 


NATIVITY  OF 

FATHER  MOTHER 


LICENSE  No. 


DATE  AND  TIM 


>N0  TIME  OF  OCCURRENCE 

A.M. 
P.M. 


FINAL  CHARGE 


EMPLOYED 
Y.t 


PLACE  OF  OCCURRENCE 


SALOON 
DANCE  HALL 
INSIDE 
OUTSIDE 


(Suimm.)  N 


_>)        NAME  OF  COMPLAINANT  (Flrat  Nam.  end  Initial^ 


JUDGE 


ADDRESS  OF  COMPLAINANT 


_  ARRESTING  OFFICER 

A  (Name) 


(Shield  No.) 


COURT  ACTION  OF  COURT 


COURT 


FINAL  ACTION  OF  COURT 


DATE 


DATE 
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It  will   be  noted   that  this   form  provides  for  the  pedigrees  of  three 
prisoners  to  each  page. 

All  arrests  in  this  book  should  be  serially  numbered.  Beside  the 
number,  there  should  be  indicated  the  degree  or  class  of  the  case,  as  to 
misdemeanor,  felony,  juvenile  delinquency  or  vagrancy.  This  will  be 
done  by  drawing  a  line  through  the  code  letter  which  would  appear 
printed  under  the  heading  "Degree"  on  the  form,  such  as  F.,  M.,  J., 
or  V.  This  code  is,  of  course,  only  suggestive  and  could  be  changed 
to  meet  the  desires  of  the  commission  with  regard  to  the  method  of 
tabulating  crimes.  Upon  blank  spaces  immediately  beneath  the  printed 
headings  should  appear  a  detailed  statement  furnished  by  the  arresting 
officer  of  the  cause  for  the  arrest. 

At  the  end  of  the  month  the  arrests  recorded  in  this  book  should 
be  recapitulated  so  as  to  show  the  number  of  males,  females,  occupa- 
tion and  age  of  prisoners,  and  the  number  of  arrests  for  misdemeanors, 
felonies,  juvenile  delinquency  and  vagrancy. 

Pending  the  installation  of  the  mechanical  devices  for  the  tabu- 
lating of  crime  statistics,  etc.,  the  chief  should  require  that  each 
month  the  commanding  officers  of  the  several  districts,  the  detective 
bureau,  and  the  traffic  squad  furnish  a  written  report  showing  the 
number  of  arrests  made,  classified  as  to  the  offenses  charged,  and,  with 
relation  to  the  prisoners,  the  age,  sex,  social  condition,  activity,  occu- 
pation, etc. 

These  reports  should  be  furnished  the  chief  clerk,  and  by  tabu- 
lating for  the  month  the  total  number  of  arrests  classified  as  to  offenses 
charged  and  the  other  statistical  information  contained  in  the  reports, 
the  statistics  for  the  annual  report  could  be  provided  without  the  daily 
tabulation  of  the  arrest  cards  now  being  made  by  uniformed  patrol- 
men in  the  property  clerk's  office. 

2 — Card  Record  of  Arrests  : 

A  card  record  of  arrests  is  at  present  maintained.  At  such  time  as  the 
new  record  of  arrests  recommended  above  is  installed,  a  new  arrest 
card  should  be  prepared  and  issued.  The  card  should  be  smaller  in 
size  than  the  present  one  and  should  contain  the  same  printed  head- 
ings that  appear  in  the  record  of  arrests.  There  should  be  maintained 
in  connection  with  the  record  of  arrests,  a  separate  index  which  should 
be  indexed  to  the  name  of  the  complainant  and  the  name  of  the  person 
arrested,  and  which  would  also  show  the  date  of  the  arrest. 

3— Desk  Blotter : 

There  is  maintained  in  each  district  station  a  bound  book  which  is  called 
a  "Record  of  Felonies1 '  in  which  are  entered  certain  complaints  with 
regard  to  the  commission  of  felonies  and  all  reports  upon  arrests 
therefor.    It  contains  a  complete  copy  of  the  patrolman's  report  upon 


248 


San  Francisco 


arrests  for  felonies,  making  the  sixth  copy  of  this  report  for  eaeh[ 
case.  It  is  recommended  that  the  use  of  this  book  be  abandoned  at 
once,  and  that  there  be  established  what  is  termed  a  "Desk  Blotter." 
The  desk  blotter  should  be  a  large  bound  book  in  which  should  be! 
reported  chronologically  all  movements  of  the  force.  It  should  be  thej 
only  record  in  the  department  known  as  a  blotter.  All  other  books; 
should  be  known  as  records.  The  book  should  be  ruled  so  as  to  have  a 
marginal  column  on  the  left  side  of  each  page  about  two  inches  in 
width.  The  entries  in  this  book  and  the  method  of  making  them 
should  be  in  accordance  with  specific  rules.  The  pages  should  be  num- 
bered and  the  rules  should  require  that  the  blotter  contain  entries 
concerning  the  following: 

A  record  of  service  performed  by  each  member  of  the  department 
in  the  handwriting  of  the  captain,  lieutenant,  sergeant  or  corporal : 

The  time  at  which  the  members  arrived  at  the  station,  and  the 
time  they  left,  and  the  reason  for  leaving; 

Delinquencies  of  members  of  the  command  referred  to  by  the  title 
of  the  charge,  the  name  and  address  of  the  officer  making  it,  the  timt 
received,  and  the  manner  disposed  of; 

An  itemized  list  of  property  coming  into  the  temporary  possessior 
of  the  command  or  any  member  of  it  (not  to  include  property  taker 
from  prisoners)  ;  a  record  of  the  circumstances  under  which  it  was 
found,  the  name  and  address  of  the  person  who  found  it,  the  name 
and  address  of  the  owner,  if  known,  and  the  final  disposition  of  it 

A  record  of  subpoenas  received  or  served  on  the  members  o: 
force ; 

All  matters  reported  by  members  of  the  commands  affecting  an; 
duty  performed  by  them; 

All  members  of  the  commands  absent  upon  roll  call. 

The  following  abbreviations  are  suggested  for  entries  in  th< 
desk  blotter: 


Surg. 

Surgeon 

Mt. 

Mounted 

Capt. 

Captain 

P.  P. 

Patrol  post 

Lt. 

Lieutenant 

0.  D. 

On  duty 

Sgt. 

Sergeant 

0.  P. 

On  patrol 

Ptl. 

Patrolman 

0.  R. 

On  reserve 

Dect. 

Detective 

D.  D. 

Desk  duty 

Att. 

Attendant 

P.  Wg. 

Patrol  wagon 

Mtn. 

Matron 

S.  B. 

Signal  box 

Plat. 

Platoon 

M. 

Male 

Act. 

Acting 

F. 

Female 

Comd. 

Commanding 

The  entries  should  be  made  chronologically  as  they  occur  wit 
the  time  of  the  entry  written  in  red  ink  in  the  margin.  Immediatel. 
under  the  time  should  be  entered  also  in  red  ink  a  marginal  note 
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tion  as  to  the  subject  of  the  entry.  For  example,  if  the  entry  is  to 
the  effect  that  the  captain  left  to  patrol  the  district,  the  words 
"Capt.  0.  P."  should  appear  in  red  ink,  or  if  the  entry  be  one 
relationg  to  fire,  the  word  "tire"  should  appear,  etc. 

The  rules  should  prohibit  erasures  in  this  book  and  in  every  other 
record,  and  provide  that  in  case  of  error  a  red  line  should  be  drawn 
through  the  erroneous  entry  and  a  correction  written  beside  it,  and 
initialed  by  the  officer  making  the  correction. 

4 — Record  of  Accidents  and  Aided  Cases: 

The  method  of  recording  accidents  and  aided  cases  varies  in  the  several 
districts.  Information  concerning  accidents  and  aided  cases  constitutes 
a  most  important  police  record.  Therefore  it  is  recommended  that  each 
district  and  subdivision  of  the  service  be  supplied  with  and  required 
to  maintain  a  book  record  of  accidents  and  aided  cases.  In  this  book 
should  be  entered  under  printed  headings  complete  and  detailed  ac- 
counts of  all  persons  aided  through  the  department  of  police.  The 
record  in  each  case  should  include  the  complete  pedigree  of  the  person 
aided,  similar  to  the  pedigree  required  in  arrest  cases,  and  a  detailed 
statement  of  the  facts  in  connection  with  the  case,  including  the  names 
and  addresses  of  witnesses  and,  in  brief,  any  statement  made  by  them. 
Persons  receiving  lodging  at  the  station  houses  should  be  regarded  as 
aided  cases  and  their  pedigrees  entered  in  this  book  for  statistical 
purposes.  Each  case  should  be  numbered  consecutively  beginning  the 
first  case  with  number  "1"  in  the  series  to  which  it  belongs,  and 
identifying  it  by  the  initial  letter  of  the  series,  as: 

"A"  Accident  case 
"L"  Lodger 
"P"  Prisoner 

In  the  event  that  a  prisoner  receives  medical  aid  or  is  injured  in 
any  way  while  in  the  station,  the  case  should  be  carried  in  the  Eecord 
of  Aided  Cases,  as  well  as  in  the  Record  of  Arrests. 

This  book  should  be  indexed  and  each  month  recapitulated.  Be- 
cause of  litigation  arising  out  of  street  accidents,  constant  demands 
are  made  upon  policemen  in  practically  all  cities  for  certified  copies 
of  the  police  records  of  accidents.  Therefore  all  the  records  of  aided 
cases  should  be  compiled  in  such  a  manner  as  to  facilitate  ready  ref- 
erence and  furnish  detailed  information. 

5 — Card  Record  of  Aided  Cases: 

A  card  similar  to  the  arrest  card  should  be  provided  for  reporting  acci- 
dents and  aided  cases.  These  cards  should  have  the  same  printed 
headings  as  appear  in  the  Record  of  Accidents  and  Aided  Cases  recom- 
mended. A  card  should  be  forwarded  to  the  central  record  and  filing 
division,  one  for  each  case,  and  should  be  filed  alphabetically.    The 
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rules  should  prescribe  that  information  concerning  accident  cases 
should  not  be  furnished  at  the  police  stations,  but  should  be  supplied 
at  headquarters  from  these  cards.  This  would  afford  better  control 
over  information  concerning  police  matters  than  is  at  present  exercised. 

6 — Card  Record  of  Intoxication : 

Persons  taken   into   custody   charged   with   public   intoxication   are   notj 
regarded  as  having  been  arrested,  consequently  they  are  not  charged  \ 
with  any  offense  or  arraigned  before  a  court.    Each  morning  the  lieu- 
tenant in   charge  of  the  city  prison,  after   observing  the   cases   and 
making  an  informal  and  incomplete  record,  discharges  such  prisoners 
from  custody. 

That  they  are  not  charged  with  any  offense  and  are  discharged 
without  arraignment  in  court  is  in  accordance  with  good  practice  and[ 
should  be  continued,  but  inasmuch  as  these  cases  number  many  thous- 
ands each  year,  it  is  important  that  the  department  maintain  adequatej 
information  concerning  them  to  enable  an  intelligent  study  to  be  made; 
of  the  inebriety  problem.  Inasmuch  as  the  department  records  as  at 
present  maintained  do  not  furnish  information  which  would  serve  as 
a  basis  for  a  study  or  analysis,  it  is  recommended  that  more  detailed 
records  of  the  intoxication  cases  be  maintained.  For  this  purpose  a; 
card  record  of  all  intoxication  cases  should  be  established,  and  a 
definite  procedure  for  recording  the  information  concerning  these 
cases  should  be  provided.  Cards  with  headings  calling  for  complete 
information  concerning  the  history  of  persons  arrested  for  intoxicatioD 
should  be  supplied  for  the  city  prison.  These  cards  should  call  for  the 
following  information  in  each  case : 

Name 

Address 

Age 

Sex 

Nationality 

Married  or  single 

If  married,  number  of  children  and  their  ages 

If  single,  persons  dependent  on  prisoner  for  support 

Condition  of  prisoner  when  brought  into  station  as  to  degree  o: 

intoxication 
Short  history  of  cause  for  arrest 
Whether  arrested  before 
If  so,  how  many  times 
Occupation 
Salary  received 
Employed  or  unemployed 
If  unemployed,  how  long 
Education  (under  this  heading  the  prisoner  should  be  required  t' 

state  definitely  whether  his  education  covered  common  school 

high  school  or  college) 
At  what  age  prisoner  first  took  intoxicating  drinks 
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At  what  age  prisoner  began  to  drink  excessively 

What  form  of  intoxicating  liquor  the  prisoner  is  in  the  habit  of 

drinking 
Whether  the  prisoner  has  ever  taken  any  special  drink  cure;  if  so, 

when  and  what  treatment 
Whether  prisoner  has  ever  been  convicted  of  a  crime;  if  so,  how 

much  time  spent  in  jail 
I  >isposition  of  case 

This  information  should  be  secured  from  the  prisoner  in  the 
morning  immediately  before  his  discharge.  After  the  cards  have  been 
made  out,  they  should  be  forwarded  to  the  central  record  and  filing 
division,  where  separate  files,  alphabetically  arranged,  should  be  main- 
tained for  them.  The  facts  listed  upon  these  cards  should  be  tabulated 
and  analyzed  annually  and  made  the  basis  of  a  study. 

7 — Telephone  Record  : 

In  some  precincts  care  is  taken  to  record  what  are  regarded  as  important 
telephone  communications.  In  other  districts  no  record  is  maintained. 
Inasmuch  as  a  large  percentage  of  the  business  of  the  police  depart- 
ment is  transacted  over  the  telephone,  there  should  be  maintained  in 
every  district  and  every  bureau  of  the  department  a  formal  record  to 
be  known  as  a  "Telephone  Record." 

8 — Citizens'  Complaint  Book: 

While  in  some  districts  the  majority  of  the  complaints  are  recorded  in 
the  Record  of  Felonies  or  in  an  informal  record  book,  no  definite 
procedure  requiring  that  all  complaints  received  shall  be  recorded  is 
in  force.  There  should  be  maintained  at  each  district  station  a  Citi- 
zens' Complaint  Book.  This  book  should  contain  no  other  information 
except  entries  as  to  complaints  received.  The  book  should  have  printed 
headings  calling  for  definite  information  concerning  each  complaint 
received  at  the  district  and  the  action  taken  upon  it.  The  rules  should 
definitely  prescribe  the  procedure  to  be  followed  in  the  heading  and 
recording  of  complaints.  No  record  in  the  department  is  of  greater 
importance  than  the  Record  of  Complaints,  since  it  is  through  the 
complaints  and  the  action  taken  upon  them  that  it  is  possible  to 
determine  the  crime  conditions  of  the  city  and  the  efficiency  of  the 
police  in  dealing  with  them.  Therefore,  not  only  should  care  be  taken 
to  provide  a  form  which  will  result  in  an  intelligent  recording  of  the 
complaints  and  the  disposition  of  them,  but  the  procedure  must 
include  a  method  of  bringing  to  the  executive  and  administrative 
heads  of  the  department  current  information  as  to  the  complaints 
received  and  handled.  To  provide  for  a  control  over  complaints  and  a 
review  of  the  activities  of  the  members  of  the  force  in  the  investiga- 
tions, it  is  necessary  to  install  a  card  record  system  which  shall  bring 
to  the  central  record  and  filing  division  at  headquarters  a  card  record 
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of  every  complaint  received  and  the  action  taken  upon  it.  A  printed 
card  having  headings  identical  with  the  headings  contained  in  the 
Citizens'  Complaint  Record  should  be  furnished. 

The  rules  should  require  that  immediately  upon  receipt  of  a 
complaint,  the  officer  receiving  it  should  make  a  complete  entry  in  the 
Citizens'  Complaint  Book.  As  soon  as  the  investigation  of  the  com- 
plaint has  been  completed,  or  in  any  event  within  forty-eight  hours 
after  the  receipt  of  the  complaint,  the  officer  in  charge  of  the  desk 
should  forward  to  headquarters  a  card  record  of  the  complaint  which 
should  show  the  action  taken  and  the  results  obtained. 

Each  complaint  should  be  serially  numbered,  and  the  recordsi 
should  show  the  number  of  the  post  upon  which  the  matter  complained 
of  occurred,  or  the  condition  existed,  and  the  names  of  the  patrolmen 
covering  the  post.  If  the  complaint  is  one  which  requires  detective) 
attention,  a  card  should  be  prepared  in  the  same  manner  as  if  attended 
to  by  the  uniformed  force.  This  card  should  be  forwarded  to  the 
detective  division  of  the  district  and,  after  review  by  the  commanding 
officer  of  the  detective  division,  it  should  be  forwarded  to  the  central 
record  and  filing  division.  These  cards  should  be  filed  by  precincts, 
classified  as  to  posts ;  different  colored  cards  should  be  provided  upon 
which  to  report  felony  and  misdemeanor  complaints. 

Thus  it  will  be  possible  for  the  administrative  head,  upon  inspect- 
ing the  complaint  files,  to  see  at  a  glance  the  sections  of  the  city  in 
which  crime  complaints  are  increasing,  and  the  class  of  crimes  of 
which  complaint  has  been  made.  Moreover,  he  will  then  be  able  to 
see  the  posts  concerning  which  the  greatest  number  of  complaints  have 
been  received,  and  will  have  in  his  own  office  a  written  report  on 
every  complaint,  so  that  when  inquiries  are  made  concerning  condi- 
tions in  various  sections  of  the  city  or  complainants  allege  that  they 
have  frequently  complained  to  the  local  police  without  result,  it  will 
be  no  longer  necessary  for  him  to  refer  the  complainants  to  the  local 
commanding  officers,  but  he  can  obtain  from  his  own  files  all  the 
information  the  department  has  concerning  the  complaints  referred  to. 

A  complaint  file  of  this  character  will  also  furnish  a  means  of 
securing  currently  and  without  difficulty  statistics  concerning  the 
complaints  received  by  the  department,  and  the  results  obtained  in  the 
investigation  of  them.  Requiring  that  the  district  officer  send  to  the 
commissioner  or  the  chief  a  card  record  of  each  complaint  affords 
protection  to  the  administrative  heads  against  the  well-established 
practice  known  among  subordinate  police  officers  of  ignoring  so-callec 
trivial  complaints  and  failing  to  call  attention  to  increases  in  com- 
plaints. 

Such  a  record  is  essential  not  only  for  all  of  the  reasons  statec 
above,  but  because  it  forms  the  only  proper  basis  for  the  apportion 
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ment  of  patrol  posts.    Withoul  such  a  record  it  is  practically  impos- 
sible to  establish  patrol  posts  upon  an  equitable  basis. 

9 — Card  Record  of  Licensed  Places: 

The  present  record  of  licensed  places,  which  is  maintained  in  book  form, 
and  is  incomplete,  should  be  replaced  by  a  card  record  of  all  licensed 
places  in  the  district.  Cards  should  be  printed  with  headings  calling 
for  the  names  and  addresses  of  persons  to  whom  licenses  are  issued, 
character  of  the  business,  number  and  kind  of  licenses  issued,  the  date 
of  issuance,  and  the  date  of  expiration.  On  the  reverse  side  of  the 
card  provision  should  be  made  for  recording,  uuder  printed  headings, 
inspections  of  the  premises  and  arrests  made  or  complaints  received 
in  connection  with  the  premises. 

Pending  the  abolishment  of  the  permit  and  registration  division, 
these  cards  should  be  prepared  and  posted  in  that  division  and  for- 
warded to  the  commanding  officer  of  the  district  in  which  the  licensed 
premises  is  to  be  located.  The  cards  should  be  issued  to  the  district  as 
soon  as  the  license  is  granted.  They  should  be  filed  and  classified  as  to 
kind  of  license,  such  as  pool  and  billiard  parlors,  saloons,  theaters, 
moving  picture  shows,  haekmen,  bowling  alleys,  bootblack  stands,  etc. 

From  the  information  contained  upon  these  cards,  the  captain 
of  each  precinct  should  be  required  to  compile  an  annual  report  to 
be  forwarded  to  the  licensing  authorities,  which  should  give  a  com- 
plete history  of  the  complaints  received  and  the  action  taken  by 
the  police  in  connection  with  the  premises  and  persons  licensed. 
This  information  should  be  of  great  value  to  the  licensing  authori- 
ties in  determining  whether  or  not  a  renewal  should  be  allowed. 

10 — Card  Record  of  Members  of  the  Force : 

A  card  record  of  members  of  the  force  assigned  to  the  districts  should 
be  maintained.  These  cards  should  show  the  same  information  con- 
tained upon  the  personnel  card  records  now  maintained  in  the  office 
of  the  chief  clerk.  In  addition  to  this  information  there  should  ap- 
pear upon  the  reverse  side  of  the  card,  printed  headings  calling  for 
efficiency  ratings,  record  of  complaints  and  record  of  awards.  This 
information  should  be  posted  current^  and  furnish  a  complete  his- 
tory of  the  policeman  from  the  date  he  enters  the  force  until  he 
ceases  to  be  a  policeman.  At  such  time  as  he  is  transferred  to  an- 
other district,  he  should  take  the  card  with  him  and  deliver  it  to 
the  commanding  officer  of  the  precinct  to  which  he  is  assigned. 

11 — Card  Record  of  Vacant  Houses : 

When  a  citizen  notifies  the  police  precinct  that  his  residence  is  about 
to  become  vacant  for  any  reason,  a  card  record  should  be  made  and 
filled  out  at  the  precinct  station.  Specially  printed  cards  should  be 
provided  and  one  should  be  given  to  each  policeman  covering  the 
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post.  This  card  should  show  among  other  things  the  location  of  the 
house,  the  name  of  the  owner  or  occupant,  the  name  and  address  of 
the  person  to  be  notified  in  case  of  any  unusual  occurrence  at  the 
house,  and  the  name  and  description  of  any  caretaker,  watchman,  or 
other  person  who  may  from  time  to  time  return  to  the  house.  Such 
persons  should  be  given  an  identification  card  signed  by  the  captain 
of  the  precinct  in  order  that  they  may  be  properly  identified  if 
discovered  in  the  house  by  the  police  during  the  absence  of  the 
owner. 

A  copy  of  this  card  should  be  retained  at  the  precinct  and  the 
sergeants  should  be  instructed  to  inspect  these  premises  from  time 
to  time  to  see  that  the  doors  and  windows  are  locked. 

Reports  Which  Should  Be  Prepared  By  the  Precinct 
and  Forwarded  to  Headquarters 

The  morning  report  now  in  use  should  be  revised  so  as  to  provide  for) 
more   detailed  information  concerning  the   operations   of  the   force  for  the 
preceding  twenty-four  hours.    The  report  which  the  chief  should  receive  each 
morning  from  each  district   and   bureau   of   the   service   should   show    under 
printed  headings  the  following  information : 

The  date,  day  of  the  week,  state  of  the  weather; 

The  number  of  men  present  on  each  of  the  three  platoons  and  the  ( 
number  of  officers  by  rank; 

The  number  and  names  of  persons  absent  and  the  cause  of  absence 
under  the  following  classification: 

Detailed; 

With  leave; 

Without  leave; 

Sick; 

Suspended. 
Number  of  posts  patrolled,  number  not  patrolled; 
Number  of  persons  aided,  with  description  of  the  manner  aided, 
classified,  as  to  sex,  as  follows : 

Number  sick ; 

Injured ; 

Rescued  from  drowning; 

Suicide ; 

Found  dead; 

Found  drowned; 

Lost  children  found ; 

Foundlings ; 

Lodgers. 
Disposition  in  all  aided  cases  should  be  shown  under  form  headings. 

All  arrests  classified  as  to  offenses  and  subclassified  as  to  felonies, 
misdemeanors  and  juvenile  delinquencies,  showing  the  number  of  male 
and  female  arrests,  under  each  of  the  classifications;  names  of  prison- 
ers should  not  be  included  in  this  report ; 
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The  number  of  complaints  received,  classified  as  to  subjects  com- 
plained of,  such  as — 

Burglaries ; 
Murders ; 
Hold-ups; 

Pocket-picking  casts. 
The   number   of   persona  reported   missing; 
The  amount  of  property  reported  stolen; 
The  amount  of  property  recovered ; 
Number  of  convictions,  classified  as  to  crime; 
Sentences  imposed. 
Remarks : 

Under  this  heading  should  be  reported  any  unusual  occurrence 
with  regard  to  the  buildings  or  property  of  the  department. 
This  report  should  be  forwarded  to  police  headquarters  be- 
fore 9  a.  m.  each  morning. 

12 — Precinct   Weekly  Record  of  Suspected  Places: 

The  commanding  officer  should  be  required  to  file  a  weekly  report  upon 
a  form  with  printed  headings,  listing  premises  suspected  of  being 
operated  illegally,  such  as  gambling  houses,  disorderly  houses,  saloons, 
houses  of  prostitution,  fences,  etc.  Upon  this  report  should  be  indi- 
cated the  location,  name  of  occupant,  name  and  address  of  owner  of 
property,  type  of  building,  such  as  tenement,  office,  factory,  etc.;  pur- 
pose for  which  it  is  used,  date  first  reported,  by  whom  reported, 
action  taken  to  suppress,  and  final  disposition.  This  report  should  be 
made  out  in  triplicate,  one  copy  to  be  retained  at  the  district  office, 
one  to  be  forwarded  to  the  chief,  and  the  original  to  be  forwarded  to 
the  board  of  commissioners  or  the  commissioner  of  public  safety,  as 
the  case  may  be. 

13 — Monthly  Record  of  Licensed  Places: 

The  captain  should  be  required  to  file  a  monthly  report  showing  the 
inspections  made  of  licensed  premises  such  as  moving  picture  shows, 
theaters,  pool  and  billiard  parlors,  etc.,  with  the  results  of  the  investi- 
gations. Any  complaints  received  or  arrests  made  in  connection  with 
these  places  should  be  indicated  upon  this  report  and  the  information 
referred  to  the  bureau  of  permits  and  registration  or  the  tax  collector, 
if  these  functions  should  be  transferred  to  him. 

Modern  Efficiency  Records  Should  Be  Installed 

As  is  recommended  elsewhere  in  this  report,  there  should  be  established  at 
once  a  modern  system  of  efficiency  records  which  will  provide  for  a  recording 
of  the  services  rendered  and  an  intelligent  appraisal  of  their  value.  To  do  this 
it  is  necessary  to  establish  a  merit  and  demerit  system  which  will  provide 
merits  for  special  efforts  and  demerits  for  delinquencies.  To  furnish  a  basis 
for  the  appraisal  of  the  services  rendered,  care  must  be  taken  to  record  the 
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work  performed  through  the  use  of  special  patrolmen's  report  forms,  and, 
in  awarding  merits  for  special  effort,  the  character  of  the  work  performed 
must  be  duly  considered  with  relation  to  its  special  opportunity  for  earning 
merits  or  the  temptation  offered.  Therefore  in  establishing  an  efficiency 
record  system  it  will  be  necessary  to  classify  the  patrol  posts  and  other 
classes  of  police  service  in  such  a  manner  as  to  equalize  opportunity  for 
earning  merit.  This  can  only  be  done  after  a  careful  study  of  the  police 
conditions  of  the  several  patrol  posts  and  by  dividing  them  into  such  classes 
as  suburban,  residential,  congested,  tenement,  business,  waterfront,  etc. 

While  the  commanding  officer  should  be  required  to  report  monthly  on 
the  services  rendered  or  delinquencies  noted,  ratings  should  be  given 
quarterly. 

Report  Forms  Which  Should  be  Supplied  Patrolmen 

In  order  to  aid  the  patrolmen  in  reporting  the  conditions  observed  and 
the  work  they  perform,  they  should  be  provided  with  a  loose-leaf  memo- 
randum book  and  with  printed  forms  upon  which  to  make  their  reports. 
The  following  illustrations  are  given  as  types  of  report  forms  which  may 
be  used.  These  forms  are  being  used  with  considerable  success  in  the  City 
of  New  York. 
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Precinct 


POLICE    DEPARTMENT 


Post  No. 


LAMP  OUTAGES 


DATE 191 


Location  of  Lamp 

Post 
No. 

Time 

Lamp 

Went  out 

Time 

Lamp 

Was 

Relighted 

c 

a  © 

go 

mo 

°  5 

Kind  of 
Lamp 

i     i 

Use  check  mark  for  broken  globe  or  mantle. 


ACTION  TAKEN 


(Rank) 


(Signature) 


(Shield  No.) 


(15) 
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Precinct 


REPORT   OF  ARREST 

POLICE  DEPARTMENT 


Post  No. 


DATE  OF  ARREST 


TIME 


'  NAME  OF  PRISONER       (surname) 


(first  name) 


AGE 


NATIONALITY 


SEX  COLOR 

M  BLACK 

F  WHITE 


MARRIED 

OR 

SINGLE 


OCCUPATION 


CHARGED  WITH 


PLACE  OF  ARREST 


PLACE  OF  DETENTION 


DETAILS  COVERING  ARREST  AND  CHARGE 


PROPERTY  TAKEN  FROM  PRISONER 


NAME  AND  ADDRESS  OF  COMPLAINANT 


NAMES  AND  ADDRESSES  OF  WITNESSES 


FRONT. 
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Court  and  Judge 
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REVERSE. 
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Precinct 


POLICE  DEPARTMENT 


Post  No. 


DATE 191 

REPORT  OF    

(Indicate  subject  here.) 

TIME  OF  OBSERVATION 

LOCATION   

DETAILS    

ACTION  TAKEN   

(Rank)  (Signature)  (Shield  No.) 


NOTE 

On  this  general  form  the  Patrolman  shall  report  Fires,  Unlocked  Premises,  Sus- 
picious Places,  etc. 

Each  report  of  an  occurrence  or  observation  shall  bear  a  subject  title  in  the  blank 
space  provided. 
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Precinct 


POLICE  DEPARTMENT 


Post  No. 


PATROLMAN'S  REPORT 


DATE 191 

To  the  Commanding  Officer  of  the  Precinct: 

AT M.,   I   OBSERVED   THE   FOLLOWING    CONDITION   AND   TOOK 

ACTION  noted: 

LOCATION 

Matters  Affecting  Department  of  Public  Works 


BROKEN    CURB    STONE 


□ 


BROKEN    SIDEWALK 


D 
D 
D 


DANGEROUS    TREE 


-□_? 


EFECTIVE  SEWER  CATCH  BASIN 


HOLE  IN  STREET 


□ 


BROKEN   MANHOLE  COVER 


NAME  DEPARTMENT  OR  CORPORATION 
CONTROLLING  BROKEN  MANHOLE  COVER 


Matters  Affecting  Department  of  Water  Supply,  Gas  and  Electricity 


DANGEROUS  GAS  BOX 

LEAKING  GAS 

BROKEN    STREET   LAMP 


□. 


BROKEN    ELECTRIC    WIRE 


.□. 


SAGGING   ELECTRIC   WIRE 


D. 


LEAKING    HYDRANT 


UNPROTECTED    EXCAVATION 


-Q 


DANGEROUS   FENCE 


D 
D 
D 


BROKEN  ELECTRIC  LIGHT  STREET  FIXTURE 

Matters  Affecting  Bureau  of  Buildings 


D 
D 
D 


DANGEROUS   CONDITION   OF  BUILDING 


.□. 


DANGEROUS   SHED 


DANGEROUS  CONDITION  OF  SIGN,  ELECTRIC  OR  OTHER 


Matters  Affecting  Bureau  of  Encumbrances 


SIDEWALK   ENCUMBRANCE,   PERMANENT 


D 

n 

D 


SIDEWALK    ENCUMBRANCE,    TEMPORARY 


HIGHWAY  ENCUMBRANCE 


Matters  Affecting  Department  of  Licenses — Unlicensed  Places 


STORES,   2D  HAND 


n 


n 


POOL  ROOMS 


n 
n 

D 


PAWNBROKERS 


EL 


AUCTIONS 


II 


JUNK   SHOPS 


DANCE   HALLS 


EL 


BOWLING    ALLEYS 


II 


SHOOTING    GALLERIES 


Matters  Affecting  Department  of  Street  Cleaning 


SIDEWALK  OR  STREET  ENCUMBRANCE    ( RUBBISH) 


D 
D 


Matters  Affecting  Department  of  Health 


DEAD  CAT 


n 


DEAD    DOG 


n 


DEAD    HORSE 


(OVER) 

FRONT, 
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REPORT  HERE  ANY  MATTER  NOT  LISTED  ON  CARD 


ACTION  TAKEN 


(Rank)  (Signature)  (Shield  No.) 

REVERSE. 
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Precinct 


POLICE  DEPARTMENT 

VIOLATION  OF  CORPORATION  ORDINANCE 
CIVIL  ACTION 


Post  No. 


I    Hereby    Report    Having    Observed    the    Following    Violation    of    Corporation 
Ordinance: 


date  of  report 


DATE  OF  VIOLATION 


LOCATION 


NAME  AND  ADDRESS  OF  VIOLATOR 


NAME  AND  ADDRESS  OF  OWNER 


NATURE  OF  VIOLATION 


(OVER) 

FRONT. 
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WITNESSES 


(Signature)  (Rank) 


REVERSE. 


Police  Department 


267 


^ 

o 

00    00 

& 

00    W 

0 

W    2 

CO 

CO  P 

V 

p  "^ 

a 

O  K 

a 

a  M 

G 

W   fa 

s- 

00    O 

CU 

-^ 

u 

X 

c 

M 

Vj 

CO 

CO 

T3 

a 

o 

H 

O 

< 

H 

c 

CC 

3 

cu 

CU 

(h 

-G 

*-> 

fl 

09 

.G 

-*-> 

e 

'- 

o 

s 

<M 

1— I 

CO 
00 

3 
M 

a 

Q 

Q 

H 

tf 

& 

l-J 

X 

M 

ti 

c 

Q 

H 

iJ 

Q 

- 

5 

P 

1-5 

QQ 

M 

z 

c 

« 

o 

QQ 

ti 

a 

H 

PH 

13 

& 

M 

o 

o 

pj 

CO 

H 

M 

fa* 

pq 

fa 

§ 

fa 

D 

O 

2 

H 

J 

§ 

■^ 

< 

fc 

H 

O 

i-H 

CM 

CO 

r* 

*-* 

*-* 

*-' 

D 


pq 


a 


□ 


□ 


D 


..    co 


a 


1 Tfl 


g 

co    "J" 


c 

EG 

es 

Ea- 

o 

g 

cu 

O 

fa 

rn 

cu 

c 

Q 

(h 

o 

CO 

r- 

fa       ti 

o     O     o 

H 


CO 

CO 

C 
o 

X) 

cu 
> 

o 

ft 

a> 

cu 

,0 

o 

cu 

2 

u 

nJ 

(- 

u 

-t-> 

H 

■•-> 

G 

cu 

G 

<2 

CO 

rt 

o 

cu 

cd 

O 

o 

o 

CO 

>> 

— 

•t-J 
CO 

•G 

< 

H 

to 

0. 

o 

w 
cu 

CO 

txo 

G 

>> 
cu 

+-> 
a> 

d-i 

rt 

CO 

<M 
O 

G 
3 

CO* 

& 
O 

>> 

is 

CD 

t-c 

cu 

-t-> 

o 

cu 

13 

co 

o 

p. 

o 

H 

— 

"co 

co 
O 

cu 

o 

CO 

cu 

CO 

o 

cu 

txo 

2 

cu 

13 

£ 

Sh 

efl 

G 

(-, 

Lh 

O 

CU 

i_i 

O 

o 

55 

PQ 

CO 

H 

D 

3C 

268  San  Francisco 

ANSWER  EVERY  QUESTION.     STRIKE  OUT  IRRELEVANT  MATTER. 


(Vehicle  N 
Driver's  Name 
and  Address 

o.  1) 
License 
Number 

(Vehicle  N 
Driver's  Name 
and  Address 

o.  2) 
License 
Number 

Owner's  Name 
and  Address 

License 
Number 

Owner's  Name 
and  Address 

License 
Number 

Driven     by — Owner,     Family,     Employee, 
Other: 
Sex Age No  Driver 

Driven     by  —  Owner,     Family,     Employee, 
Other: 
Sex Age No  Driver 

Violation  of  Traffic  Regulations 

Violation  of  Traffic  Regulations 

Vehicle — Street  Car  No 

Vehicle — Street  Car  No. 
Heavy  Truck             Taxic 
Light  Truck               Carri; 
Private  Auto             Bugg: 
Motorcycle                 Bicyc 
Ambulance 
Saddle  Horse 

Heavy  Truck               Taxicab       Train 
Light  Truck                 Carriage      Bus 
Private  Auto                Buggy          Cab 
Motorcycle                   Bicycle        Hack 
Ambulance 
Saddle  Horse 

ab        Train 
ige       Bus 
T           Cab 
le         Hack 

Power — Electricity,  Gasoline,  Steam,  Horse, 
Foot  or  Hand 
Other: 

Power — Electricity,  Gasoline,  Steam,  Horse, 
Foot  or  Hand 
Other: 

Defects     of     Vehicle  —  Steering     Gear, 
Brakes,  Lights  Out 
Other: 

Defects     of     Vehicle  —  Steering     Gear, 
Brakes,  Lights  Out 
Other: 

Skidding?                 Yes                  No 
Was  Vehicle  Equipped  with  Tire  Chains? 
Yes          No 

Skidding?                 Yes                  No 
Was  Vehicle  Equipped  with  Tire  Chains? 
Yes          No 

Fault  or  Incapacity  of 
Intoxicated,  111,  Crippl 
Other: 

Driver — 
3d,  Deaf 

Fault  or.  Incapacity  of  Driver — 
Intoxicated,  111,  Crippled,  Deaf 
Other: 

Damage  to  Vehicles  or  to  Other  Property 


Weather — Clear,  Foggy,  Raining,  Snowing,  High  wind 


Street  Conditions — Slippery,  Wet,  Snow,  Ice,  Street  Lights  Out,  Poorly  Lighted,  Excava- 
tion, Obstruction,  Encroachment 


Pavement — Kind 


Condition 


Broken? 


Yes 


No 


Was  the  Officer  who  makes  this  report  a 
witness  of  the  Accident?    Yes        No 

Was  a  Traffic  man  on  post  at  the  time  of 
Accident?     Yes         No 


(Signature) 
Rank Shield  No . 


Broken  pavement  was  reported?  Yes        No 
By  whom? 

Date 


REVERSE 
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Annual  Report  Improperly  Prepared 

The  annual  report  of  the  police  department  merely  contains  information 
concerning  the  number  of  arrests  made  and  the  disposition  of  the  cases, 
classified  as  to  crimes,  and  a  brief  statement  in  general  of  the  services 
rendered  by  the  police.  This  report,  like  the  records  of  the  other  city  de- 
partments, has  not  been  printed  in  the  past  few  years. 

It  is  recommended  that  the  department  issue  a  comprehensive  annual 
[•eport  which  will  contain  information  compiled  in  such  a  manner  as  to  make 
the  report  of  value  not  only  to  the  administrative  head,  but  to  the  legis- 
ative  body  as  well.  The  report  should  present  a  true  picture  of  the  activ- 
ities of  the  department  and  contain  not  only  the  facts  of  the  year  just 
dosed,  but  tables  presenting  the  facts  of  previous  years  for  purposes  of 
iomparison.     The  report  should  be  divided  into  sections  as  follows: 

1 — A  section  devoted  to  the  welfare  of  the  force.  In  this  section  should 
appear  tables  showing — 

Number   of  appointments; 

Transfers ; 

Promotions ; 

Deaths ; 

Dismissals ; 

Trials  upon  charge  and  dispositions; 

Reinstatements ; 

Number  of  days  of  absence  of  policemen  due  to  illness; 

Prevailing  causes  of  illness ; 

Sanitary  conditions  of  station-houses. 

2 — A  section  showing  the  financial  condition  of  the  division.  In  this 
section  there  should  be  tables  showing — 

Total  amount  of  money  appropriated,  year  by  year,  for  the  past 
five  years ; 

Expense  tabulated  as  to  salaries,  repairs  and  supplies,  new  equip- 
ment, feeding  of  prisoners,  printing,  procuring  of  evidence, 
maintenance  of  horses  and  automobiles,  and  other  expendi- 
tures ; 

Revenues  from  license  fees,  sale  of  condemned  equipment  and 
policemen's  fines. 

3 — A  section  giving  statistics  as  to  repairs  and  supplies,  prepared  in  tab- 
ular form,  as  to — 

Character,  amount  and  value  of  new  equipment  purchased; 

Repairs ; 

Supplies. 

4 — A  section  showing  the  activities  of  the  force.  This  section  should  be 
divided  into  two  parts,  namely,  detective  bureau  and  uniformed 
force. 

a — Under  the  heading  "detective  bureau"  full  detailed  statistics 
should  be  furnished  in  tabular  form  as  to  the  following: 
(1)   Complaints  received  requiring  detective  attention,  show- 
ing the  number  investigated,  the  number  unfounded,  the 
number  upon  which  arrests  were  made,  those  upon  which 
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no  action  at  all  was  taken,  and  the  number  upon  whim 
no  results  were  obtained  after  action  had  been  taken; 

(2)  Arrests  for  felonies  made  by  members  of  the  detectiv* 

bureau,  classified  as  to  crime,  showing  the  number  o: 
males  and  females,  and  the  disposition  of  the  cases 
under  the  headings  "convicted",  "acquitted",  and 
"pending"; 

(3)  Arrests  for  misdemeanors.     The  same  classification  shoukj 

be  used  as  for  felonies; 

(4)  Separate  tables  showing  arrests  upon  warrants,  pick-up; 

and  those  brought  back  from  other  cities; 

(5)  Number  of  murders   committed   and  reported   each  yea)' 

for  the  five  preceding  years,  with  the  number  of  arrest: 
and  dispositions  stated  in  the  same  table ; 

(6)  Cases    of    burglary    and    house-breaking    reported.      Thi, 

table  should  show  under  a  form  heading  how  the  burg' 
lary  was  effected,  as  by  false  keys,  breaking  doors  in 
securely  fastened,  etc.,  and  the  hours  between  which  th<; 
burglary  was  believed  to  have  been  committed,  the  tota 
value  of  property  stolen,  the  total  value  of  property! 
recovered,  the  number  of  cases  in  which  no  ultimate  losj 
occurred,  number  of  cases  in  unoccupied  houses,  and  th< 
number  of  cases  in  which  violence  was  used ; 

(7)  Number  of  arrests  and  investigations  made  by  each  mem 

ber  of  the  detective  bureau,  classified  as  to  crime  anc 
place,  under  suitable  headings. 

b — Under  the  heading  "uniformed  force"  the  fullest  detailec 
statistics  should  be  furnished  in  tabular  form  as  to  th 
following : 

(1)  Complaints  received  and  investigated  by  the   uniforms 

force,  showing  the  number  investigated,  the  number  un 
founded,  and  the  number  upon  which  arrests  were  made 
those  upon  which  no  action  at  all  was  taken,  and  th 
number  in  which  no  results  were  obtained ; 

(2)  Arrests  for  felonies  made   by  the   members   of  the   uni 

formed  force,  classified  as  to  crime,  showing  the  numbe 
of  males  and  females,  and  the  disposition  of  the  cases 
under  the  headings  "convicted",  "acquitted",  an 
"pending"; 

(3)  Arrests   for   misdemeanors.     The   same   classification    ;m 

headings  as  for  felonies  should  be  used. 

The  report  should  contain  a  separate  table  of  arrests,  classifie< 
by  crimes,  in  which  should  be  noted  all  arrests  made  by  motoi 
cycle  men,  together  with  the  disposition  of  the  cases.  All  o 
these  tables  should  show  the  total  number  of  arrests  under  th 
same  heading  for  each  of  the  preceding  five  years. 

5 — A  section  in  tabular  form  showing  persons  aided  by  the  departmen 
of  police.  This  table  should  show  the  number  of  male  and  femal 
persons  to  whom  assistance  has  been  given.  By  persons  aided  i 
meant  injured  persons  sent  to  the  hospital,  missing  persons  found 
dead  bodies  sent  to  the  morgue   or  home,   children   found  by  th 
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police,   foundlings  taken  care  of,  etc.     The  headings  for  this  table 
.should  include — 

Assault  ; 

Accidental    injury  ; 

Attempted  Buicide ; 

Pound   dead ; 

Found  drowned ; 

Insane ; 

Rescued   from  drowning; 

Sick  ; 

Suicide  ; 

Persons   missing — 

Number  reported    missing; 

Number  located  by  police; 

Number  otherwise   found; 

Number  still  missing; 
Lost  children — 

Number  reported  lost; 

Number  found  by  police ; 

Number  reported  found ; 

Number  still  missing; 
Foundlings — 

Number  found  by  police ; 

Number  brought  to  the  station-house; 
Lodgers. 

The  side  columns  should  contain  the  following  headings: 
Male ; 
Female ; 
Total ; 
Claimed ; 
Taken  home ; 
Taken  to  hospital ; 
Attended  at  station-house; 
Prisoner ; 

Taken  to  morgue ; 
Restored,  to  parents. 

6 — A   section   showing  general   crime   statistics.     This   section   should   con- 
tain in  tabular  form  full  statistics  concerning  the  following : 

a — Arrests  for  intoxication.  Headings  for  this  table  should  be 
so  arranged  as  to  showr  in  separate  columns  the  number  of 
arrests  between  1  a.  m.  and  6  a.  m.,  6  a.  m.  and  1  p.  m., 
1  p.  m.  and  7  p.  m.,  7  p.  m.  and  1  a.  m.,  on  each  day  of 
the  week.  Additional  headings  based  on  the  information 
contained  on  the  intoxication  arrest  card  should  be  incor- 
porated in  a  table.  A  distinction  should  be  made  between 
arrest  for  intoxication  and  disorderly  conduct  involving  a 
breach  of  the  peace. 

Because  of  a  lack  of  statistics  concerning  arrests,  it  will 
be  impossible  in  the  next  annual  report  to  show  arrests  for 
more  than  one  offense  by  the  same  person.  Columns,  how- 
ever, under  the  headings,  first,  second,  third  and  fourth 
arrests,   should   be   incorporated  in  the   table,   and   the   in- 
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formation  under  these  headings  based  upon  the  statements 
of  the  prisoners  as  to  the  number  of  former  arrests.  In 
subsequent  years,  however,  the  information  under  these! 
headings  should  be  based  upon  the  department's  own  sta-1 
tistics ; 

b — Arrests  for  disorderly  conduct  and  prostitution.  These  tables1 
should  show  the  nationality  and  sex  of  all  prisoners,  classi- 
fied as  to  crime.  The  information  in  this  table  should  be 
in  accordance  with  the  forms  already  suggested; 

c — Arrests  for  juvenile  delinquency.  This  table  should  show  the! 
number  of  children  arrested  for  juvenile  delinquency  at' 
various  ages,  classified  as  to  the  nature  of  the  offense.  It 
should  show  the  disposition  of  each  case  under  the  follow-1 
ing  headings : 

Tried; 

Convicted ; 

Acquitted ; 

Discharged ; 

No  complaints  taken; 

Paroled ; 

On  bail; 

Detained  in  charitable  institutions ; 

Sent  to  reformatory  school ; 

Forfeiture ; 

Death  of  defendant. 

d — Sentences  of  persons  imprisoned  and  fined.  This  table  shoulc 
show  the  amount  of  fines,  tabulated  in  amounts  from  $5.0( 
to  $1,000,  with  side  columns  for  terms  of  imprisonment  froii 
five  days  to  over  ten  years; 

e — Terms  of  imprisonment,  tabulated  to  show  prison  sentence; 
imposed  from  five  years  to  life,  classified  as  to  crime; 

f — Arrests  for  intoxication,  disorderly  conduct  and  prostitutioi 
on  holidays; 

g — Disposition  of  all  arrests,  classified  as  to  offense,  showiu> 
total  number  of  arrests  made  for  each  crime,  records  o 
convictions  and  acquittals  (with  sub-classifications  as  t< 
convictions  by  plea  of  guilty  or  by  trial  and  acquittal  b? 
direction,  by  verdict),  or  discharged  (sub-classified  as  t< 
discharges  by  magistrates,  or  grand  jury,  or  dismissal  o 
indictment,  or  on  own  recognizance),  and  cases  pending 
subdivided  as  follows: 

In  jail; 

On  bail; 

Under  parole  and  forfeiture. 

h — Persons  convicted  of  offenses,  classified  according  to  age  am 

sex; 
i — Record  of  weapons  confiscated,  classified  as  to — 

Revolvers ; 

Shotguns; 

Stilettos ; 

Swords. 
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7 — Signal  service.  Under  this  heading  should  be  given  statistics  as  to  the 
number  of  incoming  and  outgoing  telephone  calls  over  the  division 
wirei,  and  all  recommendations  as  to  improving  the  telephone 
service. 

8 — Recommendations.  Under  this  heading  should  be  noted  all  recom- 
mendations concerning  the  force  and  its  management. 

FIRE  DEPARTMENT 
Administration 


lepartment  Administered  by  Board  of  Commissioners 

The  fire  department  is  organized  as  an  administrative  department  and  its 
ignagement  is  under  the  control  of  a  board  of  four  commissioners.  The 
re  commissioners  are  appointed  by  the  mayor  for  a  term  of  four  years, 
a  accordance  with  charter  provisions,  the  members  of  the  fire  board  were 
riginally  appointed  for  terms  of  one,  two,  three  and  four  years,  respectively, 
)  that  each  year  the  term  of  office  of  one  member  of  the  board  expires. 

Each  commissioner  is  paid  an  annual  salary  of  twelve  hundred  dollars. 

The  functions  of  the  board  include  the  business  management  of  the  de- 
artment  and  the  administrative  and  executive  control,  which  includes  the 
taking  of  appointments,   promotions,  transfers,   dismissals  and  retirements. 

The  board  being  required  to  meet  once  each  week,  has  designated  Thurs- 
ay  evening  as  the  time  of  meeting,  but  it  also  holds  such  special  meetings 
>  are  deemed  necessary  to  carry  on  the  business  of  the  department. 

During  the  year  1915,  the  board  of  commissioners  held  fifty-two  regular 
eetings  and  eighteen  special  meetings.  One  member  of  the  board  assumes 
^sponsibility  for  all  matters  pertaining  to  the  purchase  of  supplies  and  the 
mtrol  and  management  of  the  mechanical  work  of  the  department,  and  to 
m  are  referred  all  such  matters. 

The  purchase  of  supplies  and  the  supervision  of  the  mechanical  service 
!  the  department  constitute  the  greater  part  of  the  business  management, 
id  consequently  take  up  considerable  time  of  the  member  of  the  board  to 
horn  this  work  is  assigned. 

The  executive  head  of  the  department  is  the  chief,  who  is  directly  respon- 
.'ble  to  the  board. 

i  formation  Received  by  Board  Concerning  Operations 
of  Department  Inadequate 

The  proper  administration  of  the  fire  department  in  the  exercise  of  its 
'notion  requires  that  those  who  are  held  responsible  for  the  administration 
l.ve  before  them  currently  and  in  concise  tabulated  form  information  con- 
•rning  the  prevention  and  extinguishment  of  fires.  The  administrative 
lad,  namely,  the  board  of  fire  commissioners,  is  by  law  required  to  direct, 
'<■  vise,  and  manage  the  employees  of  this  department,  but  the  commissioners 
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do  not  receive  from  the  chief  or  his  subordinates  information  which   willl 
enable  them  intelligently  to  direct,  advise,  and  manage  the  department. 

As  to  the  activities  of  the  department  with  relation  to  fire  prevention 
the  commission  does  not  know,  nor  could  it  be  informed  at  any  time  without 
considerable  analysis,  the  number  of  inspections  made,  the  character  of  thtl 
buildings  inspected,  the  results  of  the  inspections,  the  orders  issued,  and  the 
success  or  failure  of  the  department  in  securing  compliance  therewith.  The 
only  information  which  the  board  receives  concerning  fire  prevention  work 
is  an  occasional  request  from  the  chief  asking  that  the  commission  officially 
order  some  important  structural  change  in  the  interest  of  fire  prevention1 
Therefore,  the  administrative  heads  have  practically  no  information  con1 
cerning  the  efficiency  of  the  employees  in  this  very  important  work  of  fire 
prevention  inspections. 

As  to  the  extinguishment  of  fires,   the  board  receives  no  report   which* 
would  enable  it  to  determine  whether  the  number  of  fires,  and  the  losses  a; 
a  result  of  them,  occurring  during  the  current  period,  are  greater  or  lesfj 
than  during  the  same  period  of  previous  years,  or  whether  the  success  oi 
the  department  in  the  extinguishment  of  fires  has  been  greater  or  less  thai 
in  former  periods.     The  only  information  which  the  board  receives  concern 
ing   fire   extinguishment   is   a   list   of   the    fires   occurring   during   the    week 
showing  the  date,   time,   character  of  alarm,   location,   occupancy,   loss  anq 
probable  cause  of  the  fires.     As  to  the  loss,  no  estimated  amount  is  given 
merely   the    words   "considerable'',    "small"    and    "none"    are   inserted    a.' 
indicating  the  loss  sustained.     Moreover,  if  the  board  desired  to  ascertaii 
the  actual  losses   in   dollars   and  cents,   it   would   be   unable   to   secure   thi 
information  from  any  records  in  the  fire  department,  except  as  to  the  tota 
loss  of  the  previous  year,  information  which  in  the  past  has  been  furnishe< 
by  the  board  of  underwriters. 

Although  it  is  conceded  that  the  storing  of  oils  and  combustibles  create; 
an  added  hazard,  thus  increasing  the  work  of  fire  protection,  neither  th< 
board  nor  the  chief  receives  any  information  concerning  permits  for  tin 
storage,  sale  or  transportation  of  oils  and  combustibles  issued  by  the  fir* 
marshal  or  the  supervisors. 

So  far  as  the  management  of  the  department  by  the  board  is  concerned 
it  consists  of  a  week-to-week  review  and  discussion  of  routine  matters  o 
administration,  many  of  which  should  have  been  disposed  of  by  the  serve 
tary  for  the  board  or  the  chief  during  the  regular  course  of  business.  Whei 
the  discussion  of  matters  presented  to  the  board  at  its  weekly  meeting  is  no 
completed,  the  matters  are  deferred  until  the  following  meeting,  or  even  later 

Chief  Should  Furnish  Detailed  Current  Reports 

The  chief  of  the  department  should  be  required  to  furnish  the  board,  a 
its  weekly  meetings,  with  a  concise  but  comprehensive  report  in  tabulai 
form,  showing  all  of  the  operations  of  the  department  for  the  week  and  tli 
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■timated  loss  at  each  fire.  The  chief  should  furnish  the  board  with  detailed 
iformation  as  to  the  inspection  of  buildings  made  by  the  uniformed  force 
nd  thr  results,  including  orders  issued,  compliances,  refusals,  violations,  and 
rosecutions.  In  addition  to  this,  copies  of  all  tire  service  reports  should  be 
Ornish ed  daily  to  each  member  of  the  board  at  his  office.  The  weekly 
sport  should  lie  compiled  upon  a  comparative  basis,  comparing  the  current 
ear  to  date  with  the  same  period  of  the  previous  year,  the  current  month 
rath  the  same  month  of  the  previous  year,  and  current  week  with  the  same 
reek  of  the  previous  year.  A  special  form  upon  which  this  information 
hould  be  reported  will  be  found  suggested  in  this  report.  Each  member 
f  the  board  should  receive  a  copy  and  it  should  be  reviewed  by  him  at 
is  leisure. 

leeting  Procedure  Defective 

Thf  secretary  of  the  board  compiles  a  weekly  calendar  indicating  thereon 
iich  matters  as  are  to  be  called  to  the  attention  of  the  board  at  the  meeting. 
hf  calendar  is  prepared  under  the  headings  "unfinished  business",  "new 
ashless"  and  "communications  from  the  chief  engineer".  A  copy  of  this 
ttlendar  is  furnished  to  each  member  of  the  commission  a  day  in  advance 
f  the  meeting.  The  conduct  of  the  meeting  and  the  order  in  which  the 
usiness  is  discussed  follow  the  calendar  order,  except  when  at  the  request 
f  some  member  of  the  commission  matters  are  considered  out  of  their 
alendar  order.  It  follows  that  if  too  much  time  is  consumed  in  the  con- 
deration  of  the  matters  appearing  at  the  beginning  of  the  calendar,  the 
tatters  at  the  end  of  the  calendar  are  of  necessity  either  deferred  for  the 
ext  meeting,  a  week  later,  or  are  given  a  hurried  and  unsatisfactory  dis- 
cission. 

Because  delinquent  members  of  the  department  are  tried  at  these  regular 
teetings  of  the  board  (and  a  review  of  the  calendars  shows  that  a  great 
eal  of  the  time  of  the  board  is  consumed  in  such  trials),  merchants  and 
hers  having  business  with  the  board  are  frequently  required  to  remain  in 
:tendance  at  the  meetings  until  the  early  morning  hours. 

The  communications  and  reports  from  the  chief,  which  should  be  and 
•equently  are  of  the  utmost  importance  in  the  matter  of  fire  administration, 
•e  not  placed  in  the  hands  of  the  commissioners  in  advance  of  the  meeting 
it  are  read  by  the  secretary  at  the  meeting  and  action  is  taken  or  deferred, 
hese  communications  and  departmental  reports  come  at  the  end  of  the 
dendar,  which  means  that  their  consideration  is  delayed  until  toward  the 
id  of  the  meeting  and  the  result  is  that  discussion  and  review  of  these 
ports  are  necessarily  limited  because  of  the  late  hour  at  which  they  are 
•nsidered. 

The  combination  of  the  consideration  and  discussion  of  routine  business 
ith  the  disciplinary  trials  is  a  practice  which  tends  to  divert  the  energy 
id  interest  of  the  members  of  the  board  from  really  important  business 
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to  the  trial  and  hearing  of  charges,  thus  reducing  the  efficiency  of  the  boarc 
as  an  administrative  power. 

Moreover,  the  procedure  adopted  by  the  board  for  the  trial  of  delinquem 
firemen  is  defective  because  in  that  the  board  holds  a  preliminary  exami 
nation  prior  to  the  filing  of  official  charges,  it  practically  conducts  two  hearj 
ings  upon  all  complaints.  This  not  only  results  in  the  board's  giving  en 
tirely  too  much  time  to  the  consideration  of  the  charges,  but  it  also  requires, 
commanding  officers  and  delinquent  firemen  to  be  present  upon  two  occasion!; 
instead  of  one.  This  matter  will  be  discussed  more  fully  in  connection  witl 
the  trial  of  delinquent  firemen.  What  is  even  a  more  serious  defect  in  thit1 
procedure  is  that  the  four  commissioners  during  the  course  of  these  trials 
openly  discuss  and  argue  the  merits  of  the  case  in  the  presence  of  the  sub, 
ordinate  officer,  and  only  too  freely  do  some  of  the  members  of  the  board; 
in  the  line  of  their  questioning  of  the  defendant,  indicate  either  a  friendli1 
ness  for  the  person  on  trial  or  an  effort  practically  to  become  counsel  foi 
the  defendant. 

This  procedure  is  not  conducive  to  efficiency,  as  it  minimizes  the  im, 
portance  of  the  trial  in  the  mind  of  the  fireman,  or  it  suggests  to  him  in 
the  course  of  his  trial  a  line  of  testimony  likely  to  result  in  a  dismissal  o 
the  charge  or  a  less  severe  punishment  than  the  offense  warrants. 

Revision  of  Meeting  Procedure  Recommended 

If  the  department  is  to  remain  under  the  administration  of  a  board,  it  it 
recommended  that  the  commissioners  revise  their  procedure  so  as  to  provide 

First — That  the  trials  of  delinquent  firemen  be  conducted  at  specia 
meetings  and  that  at  those  meetings  no  other  business  except  emergency 
matters  be  considered,  and  that  all  the  business  of  the  department  witl 
respect  to  matters  of  administration  other  than  disciplinary  trials  be  trans 
acted  at  meetings  held  especially  for  this  purpose  and  during  regular  busi 
ness  hours. 

Second — That  copies  of  reports  from  the  chief  engineer  and  other  depart 
ment  members  which  are  to  be  reviewed  and  considered  by  the  board  at  tht 
meeting,  be  furnished  the  commissioners  currently  and  in  advance  of  tht 
meeting  so  that  they  may  be  able  to  review  them  at  their  leisure  and  to  givt 
them  the  attention  necessary  to  make  such  independent  investigations  a: 
they  choose  in  advance  of  the  meeting,  and  thus  be  able  to  act  intelligently 
upon  them  when  they  are  considered  by  the  board. 

Police  and  Fire  Departments  Should  Be  Combined  in  a 
Department  of  Safety 


A  board  of  four  commissioners  meeting  but  one  night  a  week  and  at  thil 
weekly  meeting  endeavoring  to  review  and  direct  the  business  and  operation; 
of  the  fire  department,  cannot  direct  the  affairs  of  this  most  important  brand 
of  the   government   as  successfully  as   one   commissioner  serving   full   time 


Fire  Department  277 

Four  thousand  eight  hundred  dollars  a  year  is  paid  in  salaries  to  the  four 
commissioners  of  the  fire  depart  incut  and  $4,800  a  year  is  paid  in  salaries 
to  the  four  commissioners  of  police,  making  a  total  cost  of  management 
through  boards  working  on  a  part-time  basis  of  $9,600  for  these  two  depart- 
ments, the  total  personnel  of  which  consists  of  less  than  2,000  persons. 

Therefore,  it  is  recommended  that  the  charter  be  amended  so  as  to  estab- 
ish  a  department  of  public  safety  under  the  supervision  and  direction  of  a 
commissioner  or  director  of  public  safety,  and  that  this  department  consist 
>f  a  bureau  <>\'  police,  bureau  of  tire,  and  bureau  of  electricity. 

The  director  or  commissioner  of  this  department  should  be  appointed 
>y  the  mayor  or  central  executive  and  held  responsible  to  him.  Through 
his  form  of  organization  the  police  and  fire  departments  would  be  placed 
ipon  a  co-operative  basis  and  their  management  and  supervision  would  then 
le  continuous,  rather  than  merely  a  weekly  review  of  documents  as  in  the 
)resent  procedure. 

Both  the  fire  and  police  boards  at  present  employ  secretaries  at  a  total 
alary  cost  of  $4,200  a  year.     If  the  two  departments  were  operated  under 
commissioner  or  director  of  public  safety,  it  would  be  unnecessary  to  em- 
•loy  two  secretaries,  thus  reducing  the  cost  of  management. 

If  it  should  be  deemed  unwise  to  consolidate  these  two  functions  under 
ne  head,  at  least  greater  efficiency  could  be  produced  by  the  abolition  of 
hese  boards  and  the  appointment  of  two  separate  commissioners,  one  to 
upervise  the  fire  department  and  the  other  to  manage  the  police  depart- 
lent,  paying  them  the  salary  now  paid  the  commissioners,  namely,  $4,800 
year. 

hief  the  Executive  Head 

The  executive  head  of  the  department  is  the  chief.  He  is  appointed  by 
te  board  of  commissioners  and  serves  during  good  behavior,  being  removable 
lly  after  a  trial  upon  charges  before  the  board  of  commissioners.  The 
"esent  incumbent  was  promoted  to  the  office  of  chief  after  serving  in  the 
irious  subordinate  ranks  of  the  service  since  1893.     He  was  appointed  chief 

the  department  in  1910.  His  powers  are  delegated  to  him  by  the  board, 
id  in  the  exercise  of  these  powders  and  duties  he  is  directly  responsible  to 
e  board. 

•  ethod  of  Selecting  Chief  Defective 

While  the  charter  aims  to  protect  the  chief  against  what  may  be  termed 
ibitrary  removal  without  cause,  the  method  of  appointing  the  chief  is  de- 
htive  and  not  in  accordance  with  the  best  practice.  Although  the  position 
<  chief  must  be  filled  by  appointment  from  the  membership  of  the  fire  de- 
]  rtment,  no  provision  which  will  prevent  the  appointment  of  a  chief  for 
I  litical  reasons  rather  than  for  efficient  meritorious  service,  is  made. 

Efficiency  in  fire  fighting  and  in  the  control  and  development  of  the  fire- 
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fighting  force,  requires  scientific  and  continuous  training  and  supervision 
it  requires  absolute  freedom  from  political  interference,  a  kind  of  courag 
in  the  maintenance  of  discipline  such  as  an  officer  who  is  subject  to  pro 
motion  for  political  reasons  can  scarcely  display. 

The  art  of  fire  extinguishment  requires  that  a  fireman  fighting  fires  shal 
be  thoroughly  trained,  well  equipped  and  impartially  governed.  The  train 
ing,  distribution,  equipment  and  government  of  the  fire  force  require  tecb 
nical  knowledge,  years  of  practical  experience  and  executive  ability,  all  o 
which  can  only  be  developed  in  men  if  opportunity  for  promotion  on 
merit  basis  is  held  before  them. 

If  the  fireman  is  forced  by  reason  of  political  conditions  to  retain  o 
develop  his  political  affiliations,  it  means  that  during  the  course  of  hi 
official  life,  whether  he  be  merely  a  fireman  in  the  ranks  or  a  commissione 
officer,  he  must  be  prepared  to  serve  his  political  friends  even  to  the  en 
of  allowing  such  service  to  interfere  with  the  efficiency  of  the  departmer 
and  the  safety  of  property  against  destruction  by  fife 

Under  the  present  plan  of  selecting  a  chief,  the  members  of  the  depatf 
ment  who  hope  to  rise  to  the  highest  office,  namely,  that  of  chief,  must  coi 
tinue  to  retain  their  political  friends,  because,  notwithstanding  the  honest? 
the  sincerity  and  the  loyalty  of  the  present  commissioners,  and  no  matte 
how  well  it  may  be  known  that  the  commissioners  themselves  are  men  wii 
would  not  make  a  selection  at  the  dictation  of  political  leaders,  the  memfl 
of  the  department  constantly  keep  in  mind  the  fact  that  these  commissioner 
are  not  to  remain  continuously  in  office  but  that  there  is  always  a  possibilitj 
of  a  change  in  the  personnel  of  the  board  which  may  result  in  a  change  i 
the  attitude  of  the  commissioners  and  even  a  change  in  the  policy  so  far  *i 
allowing  political  interference  and  dictation. 

To  remove  this  condition,  it  is  accessary  that  every  member  of  the  servid 
be  made  to  feel  that  all  the  promotional  opportunities  of  the  departmei 
are  open  to  him  and  that  his  success  in  obtaining  these  promotions  depend 
entirely  upon  his  merit  and  his  ability  to  prove  his  merit  through  com  pet 
tive  civil  service  tests. 

Therefore,  it  is  recommended  that  the  charter  be  amended  so  as  to  pr! 
vide  that  all  future  promotions  to  the  rank  of  chief  engineer  of  the  depari 
ment  shall  be  made  only  as  a  result  of  a  competitive  civil  service  examin 
tion,  and  that  this  examination  shall  be  open  to  all  captains,  battalion  chiei 
and  assistant  chiefs;  and  further,  that  proper  weights  for  seniority  be  givt 
in  order  that  battalion  chiefs  shall  have  an  advantage  over  captains,  •< 
other  things  being  equal. 

The  Chief  Should  Have  the  Right  of  Court  Review 

While  it  is  true  that  the  chief  can  only  be  removed  after  a  hearing 
charges  and  a  "fair"  trial  by  the  board  of  fire  commissioners,  it  is  equal 
true  that  this  procedure  does  not  afford  any  protection  to  the  chief  agairi 
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removal  for  political  reasons,  since  lie  is  afforded  no  right  of  review  of  his 
case  by  a  court  of  record. 

It  -would  be  possible  for  a  hoard  of  commissioners  to  remove  a  chief  for 
politieal  reasons  merely  by  presenting  charges  against  him  and  sustaining 
their  own  charges.  This  plan  tends  further  to  reduce  the  efficiency  of  the 
service,  since  it  requires  a  chief  to  seek  the  favor  of  political  powers  to 
protect  his  position.  The  effect  of  a  chief  being  forced  to  retain  political 
friendships  in  anticipation  of  possible  arbitrary  removal  is  only  too  well 
known. 

In  the  exercise  of  his  functions  as  the  head  of  the  fire  department,  it  is 
necessary  from  time  to  time,  in  order  to  maintain  efficiency,  for  him  to  dis- 
cipline, sometimes  severely,  subordinate  officers  and  other  members  of  the 
service. 

He  must  impose  restrictions  and  regulations  upon  owners  of  property  as 
to  fire  prevention  requirements  which  sometimes  involve  the  expenditure  of 
large  sums  of  money  by  these  owners.  lie  must  even,  at  times,  in  the  exer- 
cise of  his  duties,  go  so  far  as  to  cause  an  entire  building  to  be  vacated; 
or,  in  other  words,  his  duties  necessarily  require  him  to  incur  enmities 
which  make  his  task  all  the  more  difficult,  and  if  among  his  enemies  are 
politically  powerful  persons,  his  position  is  placed  in  peril.  Therefore,  the 
only  wise  course  for  the  city  to  pursue  is  to  protect  the  appointment  and 
removal  of  a  chief  against  political  control. 

Therefore,  it  is  recommended  that  the  charter  be  amended  so  as  to  pro- 
vide that  the  chief  of  the  department  shall  have  the  right  of  appeal  from 
the  decision  of  the  board  to  a  court  of  record  where  a  proper,  impartial 
and  judicial  review  of  his  trial  and  dismissal  may  be  had. 

Chief  Should  Be  Given  Broader  Powers 

The  fire  department  is  an  active  fighting  force  organized  along  military 
lines.  Its  chief  is  the  active  general  in  command.  Upon  him  devolves  the 
luty  of  physically  directing  the  forces  in  the  extinguishment  of  fires.  He 
is  required  to  be  constantly  in  the  field  with  his  forces  and  is  in  a  position 
:o  make  close  observations  of  the  ability  of  his  commanding  officers  and  even 
:he  firemen  in  the  ranks.  He  soon  learns  who  represents  the  best  type  of 
ireman  among  his  officers  and  who  shows  marked  ability  in  fire-fighting 
service.  It  is  his  function  to  ascertain  which  sections  of  the  city  present 
he  hardest  problems  as  to  fire  extinguishment ;  consequently,  as  a  general 
t  becomes  his  function  to  distribute  his  force  of  men  in  accordance  with 
heir  known  ability,  placing  the  most  capable  of  his  commanding  officers 
n  the  sections  where  the  strongest  type  of  officer  is  most  needed  and  as- 
iigning  his  firemen  in  such  a  manner  as  to  give  them  the  greatest  variety 
»f  experience. 

Moreover,  it  is  to  be  remembered  that  under  the  present  method  of 
vorking  firemen  under  the  single  platoon  system,  a  fire-house  becomes  prac- 
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tically  the  home  of  the  members  detailed  to  service  within  it.  To  keep  tin 
home  harmonious  and  to  obtain  the  best  results,  it  is  necessary  for  the  head 
of  the  family  to  bring  together  within  the  fire-house,  in  so  far  as  is  possible. 
men  and  officers  whose  temperaments  are  such  as  will  produce  the  least 
amount  of  friction.  This  is  true  with  regard  to  officers  as  well  as  the  rank 
and  file. 

Moreover,  it  is  essential  in  the  interest  of  efficiency  that  firemen  shall 
perform  duty  in  every  branch  of  the  service,  that  is,  they  shall  at  some, 
time  serve  under  every  battalion  chief,  serving  in  a  truck  company,  ar 
engine  company  and  a  chemical  company,  and  they  shall  perform  duty  ii 
the  congested  value  district,  the  high-class  residential  district,  the  apart 
ment  house  district,  the  semi-suburban  and  suburban  sections. 

Under  the  present  law  it  is  impossible  to  secure  all  these  essentials  be-l 
cause  the  charter  provides  that  no  man  shall  be  transferred  except  after  i 
trial  upon  charges,  which  means  that  in  order  to  transfer  a  member  of  tin 
department  the  member  must  first  commit  an  overt  act.  Thus,  the  law  tie; 
the  hands  of  the  chief,  and  even  the  board  of  commissioners,  in  such  ; 
manner  as  to  make  impossible  of  attainment  the  highest  degree  of  efficiency 
A  fireman  upon  entering  the  service  is  assigned  to  the  company  in  whicl 
there  exists  a  vacancy.  Should  this  company  be  located  in  a  strictly  sub 
urban  section  it  is  possible  for  this  fireman  to  remain  a  member  of  this  coin 
pany  during  his  entire  career,  unless  it  is  his  wish  that  he  be  assigned  o; 
transferred  to  some  other  company.  While  the  law  has  imposed  this  restric 
tion,  the  board  itself  has  even  gone  further  by  adopting  a  rule  that  va 
cancies  filled  by  transfers  upon  the  application  of  the  firemen  shall  be  fillet 
upon  the  basis  of  seniority,  ■which  means  that  if  a  vacancy  occurs  it  is  fillet 
by  the  man  longest  in  the  service. 

A  fireman  who  is  perhaps  temperamentally  unsuited  for  association  witl 
the  other  members  of  his  company  but  who,  although  he  may  be  a  constan 
source  of  friction  in  the  company,  never  commits  an  offense  which  migh 
be  made  a  subject  of  charges,  cannot  be  transferred  out  of  the  company 
either  by  the  chief  or  the  administrative  heads. 

Therefore,  it  is  recommended  that  the  law  be  amended  so  that  the  chie 
will  be  empowered  to  make  all  transfers,  assignments  and  details,  subjec 
to  the  approval  of  the  commission  or  administrative  head  whatever  his  titl< 
may  be. 

It  will  be  contended  that  enlarging  the  powers  of  the  chief  in  the  matte 
of  transfers  will  result  in  an  abuse,  in  that  transfers  will  be  made  fo 
political  reasons  rather  than  for  the  good  of  the  service.  It  has  been  sail 
that  the  past  history  of  the  department  prior  to  the  adoption  of  the  presen 
charter  proves  the  value  of  this  contention.  But  the  advantages  to  th 
service  of  allowing  a  fire  chief  as  the  executive  head  proper  latitude  in  th 
matter  of  assigning,  detailing,  and  distributing  his  firemen  far  outweig) 
the  disadvantages  of  a  possible  abuse  of  this  power.  Moreover,  if  the  chie 
is  required,  as  he  should  be  under  such  procedure,  to  state  in  writing  hi 
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reasons  for  each  transfer  or  assignmenl  and  the  administrative  heads  prop- 
erly review  these  reports,  it  would  not  be  possible  for  a  chief  to  abuse  this 
lower  in  any  large  measure,  while,  on  the  other  hand,  it  should  be  readily 
wen  thai  it  is  wholly  unwise,  from  the  point  of  view  of  proper  administra- 
ion,  to  tie  the  hands  of  the  heads  of  this  service  who  are  responsible  for 
ts  efficiency  in  such  a  manner  as  to  prevent  the  best  possible  kind  of 
lervice. 

It  is  argued  by  members  of  the  department  who  urged  the  adoption  of 
his  law,  that  such  a  statute  was  necessary  in  order  to  protect  the  firemen 
igainst  arbitrary  transfers  from  one  company  to  another  for  reasons  not 
)rompted  by  the  needs  of  the  department.  In  answer  to  this  it  may  be 
itated  that  proper  management  of  a  tire  department  would  demand  that  all 
nembers  of  the  service  be  transferred  about  the  city  from  company  to  com- 
>any  at  sufficiently  frequenl  intervals  to  give  them  the  varied  experience 
lecessary  to  produce  good  fire  fighting  and  that  the  location  of  a  fireman's 
mme  as  related  to  his  fire-house  must  always  be  of  secondary  consideration 
is  compared  to  the  need  of  the  service  and  the  interests  of  efficiency. 

information  in  Chief's  Office  Inadequate 

The  records  maintained  in  the  chief's  office  are  so  inadequate  and  incom- 
)lete  as  to  make  it  impossible  for  him  to  obtain  information  that  would 
nable  him  to  determine  either  the  efficiency  of  his  department  in  fire  ex- 
inguishment  or  the  conditions  in  the  city  with  regard  to  fire  prevention. 

As  affecting  the  fire  extinguishment  work  of  the  department,  there  is  a 
ertain  kind  of  information  respecting  the  work  of  the  service  at  fires  which 
s  always  regarded  as  fundamental  for  statistical  purposes,  especially  in 
letermimng  the  success  of  the  department  in  fighting  fires.  This  informa- 
ion  consists  mainly  of  an  appraisal  of  the  loss  due  to  fires,  the  success  of 
he  department  in  confining  a  fire  to  its  place  of  origin,  either  to  the  room 
r  the  building,  the  number  of  fires  which  extended  to  other  premises,  the 
umber  of  fires  occurring  in  the  various  types  of  buildings,  etc.  In  reply 
o  a  request  for  the  number  of  fires  occurring  in  dwellings  during  the  year 
915,  the  number  of  fires  spreading  to  other  buildings  during  the  same  period, 
nd  the  number  confined  to  the  room  in  which  the  fire  started,  it  was  stated 
i  writing  that  no  record  was  kept  in  the  office  or  was  available. 

While  it  was  stated  that  there  was  no  record  in  the  office  concerning  this 
lformation,  the  fact  is  that  the  information  is  recorded  in  the  office  as  af- 
?cting  each  fire  upon  the  fire  service  reports  filed  by  the  battalion  chiefs, 
ut  the  information  contained  in  these  reports  is  not  tabulated  or  compiled 
i  such  a  manner  as  to  make  available  this  information  in  statistical  form, 
.lthough  each  week  the  fires  occurring  during  the  week  are  listed  upon  a 
?port  to  the  board  of  commissioners,  no  summarized  tabulation  is  made  so  as 
)  show  the  number  of  fires,  etc.  The  result  is  that  the  number  of  fires  as 
iowii  on  this  list  is  not  added  to  next  week's  list  so  that  there  is  absolutely 
^  connection  between  these  weekly  reports  upon  fires. 
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No  fire  service  record  book  is  maintained,  the  individual  fire  service  re- 
ports being  filed  instead.  It  was  not  possible  to  ascertain  from  any  record 
in  the  chief's  office  without  a  detailed  analysis  of  the  individual  reports  on 
the  inspection  of  buildings,  the  number  of  such  inspections  made  during  the 
year.  In  fact,  to  secure  this  information  it  was  necessary  for  an  assistant  I 
chief  to  go  over  all  of  these  reports. 

Without  the  compilation  report  and  current  review  of  these  statistics  by 
the  chief  it  is  difficult  to  understand  how  he  is  able  to  direct  the  affairs  of, 
the  department  in  its  two  principal  and  all-important  functions,  namely,  firej 
extinguishment  and  prevention.  For  information  concerning  losses  at  fires, 
the  chief  in  the  past  has  depended  upon  the  board  of  underwriters,  a  pri-l 
vately  maintained  corporation.  For  information  as  to  fires  of  incendiary 
origin,  the  chief  has  had  to  rely  upon  the  fire  marshal,  who,  although  clothed 
with  official  powers  by  the  charter,  is,  nevertheless,  an  employee  of  this 
same  corporation. 

Chief  to  Be  Required  to  Maintain  Complete 
and  Detailed  Records 

To  rely  upon  an  annual  tabulation  of  the  information  concerning  fires  as 
reported  through  the  individual  fire  service  reports,  is  but  to  attempt  to 
direct  the  operations  of  the  department  on  an  annual  basis  rather  than  cur- 
rently from  day  to  day.  To  obtain  the  highest  efficiency  it  is  important  not| 
only  that  the  chief  receive  proper  detailed  reports  upon  all  fires  and  fire 
prevention  inspection  work,  but  that  the  information  contained  in  them  be 
compiled  statistically  from  day  to  day,  each  week  and  each  month,  and  that 
not  only  should  the  summaries  of  this  information  show  the  current  opera- 
tions, but  likewise  the  same  information  concerning  the  same  periods  of  the 
previous  year.  If  this  is  done  currently  the  work  of  tabulating  becomes 
almost  automatic.  For  example,  each  alarm  should  be  serially  numbered. 
Thus,  at  a  second's  notice  the  chief  can  determine  the  total  number  of  alarms 
during  the  current  year.  Upon  the  top  of  each  fire  service  report  should  be 
entered  the  total  number  of  fires  for  the  current  month,  the  total  number 
of  fires  for  the  year  to  date,  and  the  same  information  concerning  the  same 
periods  of  the  previous  year,  thereby  enabling  the  chief  by  reading  the  report 
of  the  most  recent  fire  to  determine  whether  or  not  there  has  been  an  increase 
or  a  decrease  in  the  number  of  fires  and  the  losses  during  these  various 
periods.  The  chief  should  be  able,  if  his  information  is  properly  compiled, 
to  inform  the  administrative  heads  at  a  moment's  notice  of  the  total  fire 
loss  in  the  city  up  to  the  particular  hour  of  the  inquiry.  To  obtain  any  of 
this  information  at  present,  an  analysis  of  the  records  is  necessary. 

Chief  Should  Require  Companies  to  File  Daily  Reports 

Each  company  should  be  required  to  prepare  and  file  with  the  chief  each 
morning  a  detailed  statement  of  its  operations  for  the  previous  twenty-four 
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hours.  Upon  this  report  should  be  shown,  among  other  things,  under  proper 
printed  headings,  the  number  of  members  of  the  company  present,  the  num- 
ber and  names  of  those  absent,  and  the  reason  for  their  absence,  the  number 
detailed  out  of  company  quarters,  and  the  reason  for  detail,  the  number  of 
alarms  responded  to,  the  number  of  tires  worked  at,  the  total  time  in  service, 
thr  number  of  inspections  made  by  members  of  the  company  classified  as  to 
kinds  of  buildings  inspected,  the  number  of  orders  issued,  the  number  com- 
plied with  at  oner,  company  drills  held  and  the  kind  of  drills,  supplies 
Received,  visits  to  the  quarters  by  superior  officers  and  reasons  of  visits,  such 
is  inspection  of  apparatus,  repairs,  etc.  On  the  reverse  side  of  this  report 
should  be  reported  any  accidents  to  apparatus,  injury  to  members  of  the 
jommand  or  any  unusual  occurrence.  These  reports  should  be  forwarded  to 
he  battalion  chief  each  morning  and  by  him  reviewed,  endorsed  and  for- 
.varded  to  headquarters. 

Daily  Consolidated  Report  Should  Be  Required 

From  these  reports  should  be  compiled  under  similar  printed  headings,  the 
laily  consolidated  report  which  should  show  practically  all  of  the  information 
.ontained  upon  these  company  reports  in  summarized  form.  This  should  be 
>repared  and  ready  for  the  review  of  the  chief  by  noon  of  each  day. 

dumber  of  Superior  Officers  Should  Be  Reduced 

There  are  two  assistant  chiefs.  The  first  assistant  chief  is  next  in  com- 
uand  to  the  chief.  In  addition  to  responding  to  alarms  of  fire,  he  receives 
nd  reviews  reports  from  subordinate  officers  relative  to  the  uniformed  force. 
'he  second  assistant,  in  addition  to  responding  to  alarms  of  fire  in  his  district, 
laintains  such  records  as  are  kept  relative  to  fire  prevention  inspections.  He 
lso  conducts  fire  prevention  inspections  and  attends  to  the  enforcement  of 
uch  orders  as  are  issued  in  connection  with  fire  prevention  inspections.  Both 
f  these  assistants  maintain  their  offices  at  the  city  hall,  but  are  required 
o  inspect  all  fire  stations,  uniforms  and  equipment  within  their  respective 
ivisions. 

The  force  is  divided  into  eleven  battalions  with  a  battalion  chief  assigned  to 
aeh.  A  chief,  two  assistant  chiefs,  and  eleven  battalion  chiefs  make  a  total 
f  fourteen  superior  officers.  San  Francisco's  fire  department  and  the  popula- 
on  of  the  city  are  not  sufficiently  large  to  warrant  this  number  of  superior 
leers.  While  it  is  conceded  that  the  topography  of  the  city  and  the  possi- 
ility  of  extensive  fires  make  necessary  the  maintenance  of  a  larger  fire-fight- 
\g  force  than  would  normally  be  required  of  a  city  of  its  population,  it  is, 
avertheless,  a  fact  that  by  a  proper  organization  of  the  department,  eliminat- 
ig  one  of  the  assistant  chiefs  and  at  least  one  of  the  battalion  chiefs,  and  a 
?tter  distribution  of  the  force,  efficient  service  could  be  had  with  but  one 
distant  chief  and  ten  battalion  chiefs.     Even  with  ten  battalion  chiefs  one 
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should  be  available  to  supervise  fire  prevention  inspections  and  maintain  all 
records  in  connection  with  them. 

Therefore,  it  is  recommended  that  at  such  time  as  there  may  occur  a  vacancy 
in  the  rank  of  assistant  chief  no  appointment  be  made  to  fill  the  vacancy,  and, 
further,  that  the  battalions  be  reorganized  so  that  the  force  be  divided  into  but 
nine  battalions.  To  effect  this  reorganization,  it  is  suggested  that  Battalions 
1,  2,  3,  5,  6,  7  and  10  be  rearranged  so  as  to  constitute  but  five  instead  of  seven 
battalions  as  at  present.  Upon  effecting  this  change,  Battalions  4,  9,  8  and  11 
should  be  renumbered  in  acordance  with  the  reorganization.  The  running  card 
should  also  be  changed  so  as  to  meet  the  reorganization  of  the  battalions.  The 
tenth  battalion  chief,  whose  duties  should  comprise  supervision  of  the  fire  pre- 
vention work,  should  not  be  required  to  respond  to  other  than  third  alarms, 
except  that  he  should  be  given  quarters  in  one  of  the  fire-houses  and  required 
to  serve  as  relief  battalion  chief  after  office  hours. 

This  reduction  in  the  number  of  superior  officers  would  effect  an  annual 
salary  saving  of  fifty-seven  hundred  dollars  per  year  and  would  not  in  any 
wise  reduce  the  efficiency  of  the  force. 

In  this  connection,  it  is  to  be  remembered  that  the  battalions  suggested  for 
reorganization,  for  the  greater  part,  perform  service  in  the  congested  value 
district  and  the  waterfront  where  the  chief  himself  properly  responds  to  all 
second  alarms  and  all  first  alarms  in  the  more  hazardous  sections. 

Battalion  Chiefs  Should  Maintain  Better  Discipline 

"While  the  discipline  maintained  at  fires  and  at  fire-houses  as  indicated  by 
the  condition  of  the  stations  and  the  cleanliness  and  appearance  of  the  men 
was  for  the  most  part  good,  yet  in  certain  battalions  it  was  apparent  that  there 
existed  a  laxity  of  discipline  due  to  a  lack  of  supervision  by  the  battalion 
chiefs.  This  was  emphasized  by  the  fact  that  in  certain  districts  the  attitude 
of  the  subordinate  officers  towards  their  superiors  was  not  such  as  would  indi- 
cate the  maintenance  of  good  discipline  and  that  in  certain  houses  rubbish  in 
cellars  and  an  unintelligent  arrangement  of  gas  lights  were  observed. 

Battalion  Chiefs'  Records  Incomplete 

The  records  maintained  by  battalion  chiefs  are  wholly  inadequate.  They 
are  without  proper  information  concerning  the  members  of  their  battalions 
and  the  service  performed.  They  keep  no  personnel  records  and  little  or  no 
data  concerning  the  activities  of  their  subordinates  with  reference  to  fire  pre- 
vention inspections,  drills,  etc.  All  battalion  chiefs  should  be  held  responsible 
for  discipline  maintained  among  members  of  their  commands  and  should  main- 
tain at  their  offices  proper  records  concerning  the  activities  of  the  companies 
within  their  respective  districts.     These  records  should  include  among  others — 

A  card  history  record  of  the  personnel. 

Detailed  and  complete  descriptions  of  all  buildings  within  their  districts. 
These  to  be  maintained  upon  cards. 
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A  complete  and  detailed  record  of  fire  prevention  inspections  made  by 
themselves,  by  the  officers  in  the  companies  under  their  command,  show- 
ing orders  issued  and  the  results  obtained;  a  record  of  the  properties 
of  the  department  for  the  care  of  which  they  are  responsible,  with  the 
dates  of  inspection  of  fire-houses  and  the  results  thereof. 

A  complete  fire  service  record  as  affecting  the  returns  made  by  the  com- 
panies in  their  districts  and  the  copies  of  the  district  reports  which 
have  been  forwarded  to  the  chief.  All  of  these  records  should  be  cur- 
rently posted  and  filed. 

Through  the  use  of  these  records  the  battalion  chiefs  will  not  only  secure 
an  intimate  knowledge  of  the  personnel  of  their  commands  and  the  service 
rendered  by  them,  but  likewise  of  the  buildings  within  their  districts  to  which 
they  may  be  called  for  the  extinguishment  of  fires. 

All  reports  from  companies  or  company  officers  should  be  transmitted 
through  the  battalion  chiefs,  who.  after  reviewing,  should  be  required  to  indi- 
cate their  approval  or  disapproval. 

Battalion  Chiefs  Should  Be  Held  Responsible  for 
Drills  Within  Their  Districts 

While  each  company  is  required  to  conduct  weekly  drills  and  truck  and 
engine  companies  are  required  to  conduct  joint  drills,  these  instruction  periods 
are  under  the  immediate  supervision  of  the  captains  and  receive  little  or  no 
attention  from  the  battalion  chiefs. 

The  battalion  chief,  because  of  his  long  experience  in  the  service  and  his 
presence  at  most  fires,  can  do  much  to  increase  the  efficiency  of  the  service  by 
levoting  a  considerable  part  of  his  time  to  the  instruction  of  his  subordinates. 

Therefore,  it  is  recommended  that  in  addition  to  the  regular  course  of 
nstruction  furnished  the  firemen,  which  is  fully  described  elsewhere  in  this 
report,  battalion  chiefs  be  required  to  lecture  to  the  firemen  upon  the  important 
risks  and  large  hazards  within  their  districts,  and  to  examine  the  firemen 
.roni  time  to  time  as  to  their  knowledge  of  their  duties.  Firemen  should  be 
'equired  to  visit  the  large  buildings  in  their  districts  to  determine  the  methods 
vhich  should  be  employed  in  the  event  of  fire  and  to  familiarize  themselves 
vith  the  location  of  sprinkler  connections,  shut-offs,  hatchways,  weights  upon 
loors,  electric  switches,  gas  connections,  and  all  other  matters  which  would  be 
)f  assistance  in  case  of  fire.  After  these  inspections  the  battalion  chief  should 
■xamine  the  firemen  to  test  their  intelligence  in  the  inspections  and  in  study. 

Captains  Make  Fire  Prevention  Inspections 

The  force  is  divided  into  engine,  truck,  chemical,  water-tower  and  fire-boat 
ompanies.  Captains  are  assigned  to  practically  all  of  the  companies.  These 
aptains  are  in  command  of  the  companies  responding  to  alarms.  They  main- 
am  discipline  at  their  stations,  supervise  the  records  kept  at  the  fire-houses 
nd  make  fire  prevention  inspections.  While  the  captains  keep  a  record  of  all 
>remises  inspected  by  them  in  a  book  which  is  carried  on  the  apparatus,  they 
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do  not  record  complete  information  concerning  the  buildings  they  inspect,  nor, 
since  these  books  do  not  contain  printed  headings,  do  they  record  in  a  uniform 
manner  the  information  concerning  properties  inspected.  In  practically  all  I 
cases  they  include  a  floor  plan  of  the  building.  While  this  record  is  in  accord- 
ance with  good  practice  and  a  step  in  the  right  direction,  it  could  be  vastly 
improved  if  it  were  in  the  form  of  a  card  record,  the  cards  having  uniform) 
printed  headings  calling  for  detailed  information  concerning  structures  in- 
spected. The  floor  plan  should  be  posted  on  the  reverse  side  of  the  card  and 
these  cards  filed  in  a  small  box  indexed  by  street  locations. 

To  the  credit  of  the  captains  it  may  be  said  that  in  the  maintenance  of] 
this  record  considerable  intelligence  is  shown.    The  cards,  however,  should  be  I 
made  out  in  duplicate,  the  second  set  being  made  available  for  the  observa- 
tion, inspection  and  study  of  the  members  of  the  company. 

Number  of  Captains  Should  Be  Reduced 

In  many  instances,  two  or  three  companies  are  housed  in  the  same  quarters 
and  respond  to  practically  the   same   alarms,  yet  each   of  these  companies  is1 
commanded  by  officers  of  the  same  rank ;  even  the  two  water  towers  are  under 
the  command  of  captains. 

During  the  course  of  the  survey  the  captain  in  charge  of  Water  Tower ! 
Company  Number  2  was  transferred  and  the  company  reduced  to  two  men. 
There  is  no  necessity  for  having  so  many  superior  officers  in  command  of  com- 
panies which  are  housed  in  the  same  quarters  and  which  respond  to  practically 
the  same  alarms.  Neither  is  there  any  need  of  detailing  a  captain  or  lieutenant 
in  charge  of  the  water  towers. 

One  captain  who  is  in  charge  of  what  is  termed  a  "relief  company",  which' 
company  is  what  in  the  department  is  known  as  a  "paper"  company  in  that  it 
has  no  regular  fire  service  assignments,  is  performing  general  clerical  duties  ii 
the  office  of  the  commissioners. 

One  of  the  captains  assigned  to  a  company  performs  services  as  a  phc 
tographer  and  spends  considerable  time  at  the  photograph  studio  at  police 
headquarters,  serving  there  from  time  to  time  as  relief  photographer.  While 
as  already  pointed  out,  the  force  is  very  large  and  over-officered,  neverthe 
less  this  captain  should  be  required  to  remain  with  his  company  and  sucl 
photographs  as  need  be  taken  can  be  obtained  through  the  photographer  of  the 
public  works  department. 

The  captains  are  aided  by  lieutenants,  each  company  having  assigned  to  it 
a  lieutenant.  The  lieutenants  take  command  in  the  absence  of  the  captains. 
Therefore,  it  is  recommended  that  the  number  of  captains  be  gradually  re- 
duced through  failure  to  fill  vacancies  as  they  occur.  As  soon  as  any  addi- 
tional vacancies  occur,  those  captains  now  in  charge  of  companies  housed  in 
the  same  quarters  and  the  captains  serving  in  detail  positions,  should  be  trans- 
ferred to  fill  the  vacancies. 

Thus,  the  number  of  captains  should  ultimately  be  reduced  from  seventy- 
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nine,  as  at   present,  to  approximately  sixty-five,  thus  effecting  an  annual  sav- 
ing in  salaries  of  $26,040. 

Senior  Captain  Should  Be  Held  Responsible  for 
Condition  of  Fire-Houses 

Under  the  presenl  rules,  captains  are  held  responsible  for  the  cleanliness 
of  the  fire-houses.  In  houses  where  more  than  one  company  is  stationed,  each 
captain  is  held  responsible  for  the  part  of  the  house  occupied  by  his  company. 
Thus,  there  is  a  division  of  responsibility  which  is  not  conducive  to  good  dis- 
cipline nor  to  responsible  c;uv  of  the  department  property. 

It  is  therefore  recommended  thai  until  such  time  as  the  number  of  cap- 
tains is  reduced,  the  rules  be  amended  so  as  to  require  the  senior  captains  in 
such  houses  to  assume  full  responsibility  for  the  care  and  general  cleanliness 
of  the  fire  stations. 

Appointments 

Appointments  Made  Pursuant  to  Civil  Service  Regulations 

All  appointments  to  the  ranks  are  made  from  civil  service  eligible  lists 
which  arc  prepared  as  a  result  of  competitive  civil  service  examinations.  The 
applicants  are  subjected  to  physical  examination  by  physicians  representing  the 
civil  service  commission  at  the  time  of  taking  their  mental  test.  They  are 
also  given  a  physical  examination  by  the  fire  department  surgeon  at  the  time 
of  their  appointment  on  probation  and  again  at  the  end  of  five  months  of 
service,  which  is  a  month  before  final  appointment.  This  procedure  is  in 
accordance  with  good  practice  and  should  result  in  securing  men  physically 
fit  for  fire  service.  Prior  to  their  appointment,  applicants  are  investigated  as 
to  character  and  habits  by  the  battalion  chiefs  in  the  districts  in  which  they 
reside.  The  battalion  chiefs  are  required  to  report  the  results  of  the  investi- 
gation in  writing  upon  special  forms.  While  it  is  not  contended  that  the 
investigations  as  now  conducted  are  not  thorough,  it  is  nevertheless  suggested 
that  the  battalion  chiefs  would  be  greatly  aided  in  their  investigations  if  the 
applicant  were  required  to  give  more  detailed  information  concerning  his  prior 
history  than  is  required  at  present.  A  special  printed  form  calling  for  de- 
tailed information  concerning  the  habits  of  the  applicant  and  the  history  of 
his  previous  occupations  should  be  prepared  and  a  copy  handed  to  the  appli- 
cant at  the  time  of  his  taking  the  mental  test.  He  should  be  required  to 
answer  all  the  questions  in  the  presence  of  the  civil  service  monitors.  Before 
leaving  he  should  be  required  to  swear  to  the  truthfulness  of  his  answers. 
Practically  all  of  the  questions  embodied  in  the  civil  service  application  blank 
should  be  repeated  upon  this  form  and  the  answers  checked  with  the  answers 
given  the  same  questions  on  his  original  civil  service  application. 

Age  Requirements  Should  Be  Changed 

The  minimum  age  for  appointment  is  twenty-one  years  and  the  maximum 
thirty-five  years.     The  maximum  age  for  appointment  should  be  thirty  years 
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at  the  time  of  appointment.  Through  reducing  the  maximum  age  limit  added 
protection  to  the  pension  fund  will  be  furnished  and  younger  men  procured 
for  the  service,  younger  men  being  more  desirable  because  of  their  being  more 
easily  trained. 

Law  Should  Not  Require  Five  Years 

Five  years'  residence  in  the  city  of  San  Francisco  is  required  before  a 
candidate  is  eligible  to  enlist  in  the  fire  department.  Since  the  desire  of  the 
department  should  be,  and  undoubtedly  is,  to  secure  the  best  type  of  men 
physically  and  mentally  for  the  fire  service,  it  should  not  be  limited  in  its 
selection  of  men  for  the  service  to  those  having  five  years'  residence  in  the  city. 

In  order  to  attract  the  best  type  of  men  in  the  state  to  the  fire  service,  it 
is  recommended  that  the  charter  be  amended  so  as  to  require  but  one  year's 
residence  in  the  city. 

Height  Regulation  Should  Be  Amended 

According  to  the  present  civil  service  rules,  applicants  for  the  position  of 
hoseman  must  be  not  less  than  five  feet  eight  inches  tall,  while  applicants  for 
the  position  of  truckman  must  be  not  less  than  five  feet  nine  inches.  Inasmuch 
as  no  distinction  is  made  between  a  hoseman  and  a  truckman  after  appoint- 
ment and  each  must  subsequently  perform  service  in  the  other  capacity,  it  is 
difficult  to  understand  why  there  should  be  any  difference  in  the  official  require- 
ments as  to  height  and  weight.  As  a  matter  of  fact  there  should  be  no  such 
grades  as  hoseman  and  truckman,  but  merely  the  grade  of  fireman  and  all 
members  of  the  department  should  perform  duty  in  all  branches  of  the  service 
and  should  be  trained  in  all  branches  of  the  work. 

Therefore,  it  is  recommended  that  the  regulations  as  to  height  and  weight 
be  made  uniform  in  all  grades. 

Probationary  Period  Six  Months 

All  recruits  are  required  to  serve  a  probationary  period  of  six  months, 
during  which  time  the  commanding  officers  are  required  to  report  in  writing 
upon  the  efficiency  of  the  recruit,  and  the  instructor  in  charge  of  the  drill 
tower  is  also  required  to  report  in  writing  upon  the  progress  made  by  the 
recruit  in  his  course  of  training.  At  the  end  of  his  probationary  period  the 
board  reviews  these  reports  and  also  the  report  of  the  drill  and,  acting  upon 
these  reports,  makes  the  final  appointment.  However,  the  department  surgeon 
merely  states  in  his  report  that  his  examination  of  the  recruit  showed  the  man 
to  be  normal  or  some  such  general  conclusion.  It  would  be  a  better  practice 
to  require  the  surgeon  to  make  a  definite  recommendation  as  to  whether  or  not 
the  man  should  be  appointed  to  the  fire  department  in  view  of  his  physical 
condition.  Moreover  the  rules  of  the  board  should  also  provide  that  the  pro- 
bationary fireman  and  his  commanding  officer  should  likewise  be  required  to 
appear  before  the  board  at  the  meeting  prior  to  the  expiration  of  the  proba- 
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tionary  period.  Tliis  should  be  dour  in  order  to  give  the  board  an  oppor- 
tunity of  meeting  the  applicant  personally  and  of  questioning,  if  members  see 
fit.  the  commanding  officer  under  whose  direction  the  recruit  worked  during 
the  probationary  period. 

Method  of  Training  Firemen 

The  department  maintains  a  drill  tower  at  which  instructions  are  given 
each  day  from  S  :30  to  11  a.  m.  In  addition  to  the  instructions  given  at  the 
tower  under  the  supervision  of  a  captain  who  is  detailed  as  instructor,  each 
company  is  required  to  hold  a  weekly  drill  at  the  company  quarters.  On 
Sunday  mornings  there  are  also  conducted  drills  at  the  truck  company's  quar- 
ters,  at  which  are  present  members  of  the  engine  companies.  These  drills  are 
•  conducted  throughout  the  year.  The  course  at  the  drill  tower  consists  of 
instructions  in  the  handling  of  the  equipment,  ladder  climbing,  and  the  direc- 
tion of  streams.  The  drill  at  the  company  quarters  consists  of  instruction  in 
the  handling  of  tools,  while  the  truck  company  drills  consist  principally  of 
ladder  practice.  The  plan  aims  to  furnish  at  least  one  hour's  instruction  at 
the  tower  four  times  a  month  for  each  man  in  the  department  including  officers. 

In  addition  to  these  drills,  engine  companies  are  required  to  drill  once  in 
each  two  weeks  at  cisterns  and  hydrants,  alternating  so  that  one  drill  is  held 
at  a  cistern  and  the  next  week  at  a  hydrant.  As  a  part  of  the  course  of  in- 
struction, captains  are  required  to  read  the  rules  of  the  department  to  the 
members  of  their  command  once  a  week  and  to  conduct  setting-up  exercises 
each  morning. 

Recruits  are  required  to  attend  drills  at  the  drill  tower  each  day  until  the 
instructor  certifies  that  they  have  become  sufficiently  proficient  to  warrant  their 
attending  with  their  companies  on  the  regular  drill  days. 

While  the  instruction  at  the  drill  tower  and  the  company  quarters  as  at 
present  conducted  is  in  accordance  with  good  practice  and  should  serve  to 
equip  the  firemen  for  their  work  in  so  far  as  the  handling  of  apparatus  and 
equipment  is  concerned,  it  does  not  provide  for  the  proper  mental  training  of 
the  men.  The  work  of  the  firemen  was  carefully  observed  at  a  number  of 
fires  and  they  appeared  well  trained  and  well  disciplined.  Further,  it  may  be 
said  that  the  present  method  of  training  the  men  is  progressive  and  even 
superior  to  that  in  use  in  many  other  cities,  yet  it  can  and  should  be  improved 
upon. 

Therefore,  it  is  recommended  that  the  commissioners  cause  to  be  established 
a  school  of  instruction  which  will  provide  for  a  course  including  lectures  in 
addition  to  practical  instruction  and  physical  drill.  This  course  should  in- 
clude, among  other  things,  lectures  and  instruction  upon — 

1 — Administration. 

a — Discipline  (respect  for  authority), 
b — Records  and  reports, 
c — Responsibility  for  city  property, 
d — Rules  and  regulations. 
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2 — Science  of  fire  extinguishment, 
a — General  fire  fighting. 

b — Care  of  apparatus  and  equipment,  to  include  the  operation,  repair 
and  maintenance  of  motor  equipment,  and  the  care,  operation  and 
maintenance  of  steamboats, 
c — Auxiliary  fire  appliances,  fire  alarm  and  telephone  service, 
d — Sprinkler  systems  and  standpipes. 
e — Water  pressure  systems. 

f — The  conservation  of  property  and  burning  buildings, 
g — First  aid  to  injured. 

3 — Fire  prevention. 

a — Fire  prevention  laws  and  ordinances. 

b — Methods  of  conducting  and  reporting  upon  fire  prevention  in- 
spections. 

c — Combustibles  and  inflammables,  their  ingredients,  powers,  dangers, 
manufacture,  use  and  storage. 

d — Duties  of  firemen  at  theaters  and  public  assemblages. 

Instruction  Should  Cover  a  Period  of  Not  Less 
Than  Thirty  Days 

Recruits  should  be  required  to  attend  this  school  for  a  period  of  not  less 
than  thirty  days  and  the  instruction  periods  should  be  arranged  so  as  to  cover 
a  full  school  day  instead  of  but  an  hour  or  two  each  morning. 

When  this  course  of  lectures  is  established  it  should  be  arranged  so  that 
every  member  of  the  department  would  receive  the  benefit  of  the  instructions. 

Class  of  Officers  Should  Be  Established 

Under  the  present  plan,  a  serious  mistake  is  made  in  that  commanding 
officers  are  required  to  drill  with  their  subordinates  and  to  take  instructions 
at  the  same  time  and  in  the  same  manner  as  the  members  of  the  rank  and  file. 
This  practice  is  most  defective,  in  that  it  serves  to  reduce  the  efficiency  of 
the  captains  and  lieutenants  as  commanding  officers  at  fires.  When  a  fireman 
has  been  promoted  to  the  rank  of  captain  it  is  assumed  that  he  has  received 
the  fundamental  training,  plus  the  experience  obtained  by  years  of  service. 
To  drill  him  with  his  subordinates  is  humiliating  and  destructive  of  discipline, 
aside  from  the  fact  that  it  is  the  opposite  of  all  good  practice  in  a  military 
organization.  But  it  is  not  maintained  that  the  officers  of  the  department 
should  not  receive  training  in  more  advanced  methods  of  fire  extinguishment 
and  fire  prevention.  For  the  purpose  of  training  officers,  there  should  be 
established  a  separate  class  at  which  only  officers  would  be  present  and  their 
drilling  and  instruction  should  be  conducted  by  officers  of  a  higher  rank,  such 
as  battalion  chiefs  or  the  chief  himself. 

Lectures  Should  Be  Conducted  at  Company  Quarters 

The  very  nature  of  fire  service  under  the  existing  plan  of  organization 
creates  a  condition  of  idleness  which  is  conducive  to  discontent,  minor  delin- 
quencies, and  frequently  an  inactive  mental  condition. 
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When  it  is  remembered  thai  the  average  Dumber  of  hours  of  service  of  the 
ire  companies  in  San  Francisco  during  the  year  1915  was  but  thirty-seven 
and  one  halt',  and  thai  the  highest  number  of  hours  of  service  for  any  one  com- 
pany was  but  11'.").  and  two  companies  were  not  in  service  at  all,  it  will  not  be 
difficult  to  understand  the  amount  of  idleness  that  is  necessarily  forced  upou 
I  fireman;  consequently  it  is  essential  that  the  department  introduce  some 
method  of  properly  utilizing  the  services  of  the  firemen  when  not  responding 
to  alarms.  No  better  means  of  keeping  the  minds  of  the  firemen  active  in  the 
proper  direction  has  as  yet  been  devised  than  to  provide  for  the  establishment 
of  a  course  of  instruct  ion  at  the  fire  stations,  which  will  include  lectures,  text- 
book study,  setting-up  exercises,  daily  drills,  inspection  of  properties  and  dis- 
cussion of  the  important  risks  in  the  neighborhood,  etc.  No  day  should  go  by 
without  the  firemen  having  received  from  their  superior  officers  some  training 
tending  to  fit  them  better  for  the  service. 

Therefore,  it  is  recommended  that  the  chief  and  his  battalion  chiefs  pre- 
pare a  course  of  instruction  to  be  given  at  the  fire-houses  by  the  captains  and 
themselves.  Text  books  should  be  provided  upon  the  leading  subjects,  such  as 
fire  prevention,  modern  fire  fighting,  building  construction,  explosives,  and 
combustibles,  etc.  The  men  should  be  assigned  lessons  in  these  books,  required 
to  1 1  ad  and  study  them,  and  be  given  written  tests  and  rated  upon  their  effi- 
ciency as  shown  by  these  tests. 

With  regard  to  the  proper  development  in  efficiency  in  fire  extinguish- 
ment, it  is  essential  that  the  firemen  become  familiar  with  the  properties  in 
the  neighborhood  of  their  station  to  the  extent  of  knowing,  as  affecting  all  of 
tlie  important  risks,  the  location  of  hatchways,  staircases,  elevator  shafts,  stand- 
pipes,  hydrants,  electric  cut-offs  and  switches,  sprinkler  shut-offs,  tanks,  fire- 
escapes,  fire  doors,  and  such  other  conditions  with  relation  to  buildings  with 
which  firemen  should  be  familiar.  Therefore  captain  should  require  the  mem- 
bers of  their  command  to  inspect  the  buildings  in  the  district,  to  study  their 
conditions,  and  to  prepare  intelligent  reports  upon  them.  Each  member  of  the 
company  should  be  supplied  with  a  copy  of  these  reports.  They  should  be 
required  to  study  the  same  and  upon  certain  days  of  the  week  the  men  should 
be  assembled  on  the  apparatus  floor  and  questioned  as  to  their  knowledge  of 
these  risks.  Such  discussions  would  be  of  far  greater  service  in  the  develop- 
ment of  the  firemen  than  the  idle  discussions  which  take  place  today  in  almost 
every  fire-house. 

Transfer  of  Firemen  Should  Form  an  Important 
Part  in  the  Training  of  Men 

As  already  stated,  the  transfer  of  firemen  from  one  station  to  another, 
except  as  a  result  of  an  overt  act,  is  now  prohibited  by  the  law.  The  amend- 
ment of  this  law  so  as  to  enable  the  chief  of  the  department  to  distribute  his 
men  properly,  has  already  been  recommended,  but  it  is  even  more  important  in 
connection  with  the  training  of  the  firemen  that  they  be  transferred  sufficiently 
often  to  enable  them  to  obtain  a  varied  experience  in  fire  service. 


292  San  Francisco 

Therefore  if  the  law  is  amended  as  recommended  in  this  report,  the  chief 
should  provide  a  plan  of  distribution  and  transfer  so  that  all  firemen  would 
perform  service  at  some  time  during  their  career  in  all  sections  of  the  city 
and  under  all  commanding  officers. 

Members  Should  Not  Be  Excused  from  Drill 
Except  on  Sick  Leave 

Members  of  the  department  who  desire  to  be  excused  from  instruction 
at  the  drill  tower  are  permitted  to  present  a  private  physician's  certificate  of 
disability  asking  that  they  be  excused  from  certain  parts  or  all  of  the  in- 
struction at  the  tower. 

The  captain  in  charge  of  the  tower  excuses  the  men  presenting  the  certi- 
ficates. In  some  instances,  officers  are  excused  permanently  on  the  ground 
of  disability.  In  practically  all  of  the  cases  the  excused  firemen  are  on  duty 
at  fire  stations  and  liable  to  call  in  response  to  alarms,  at  which  time  tiny 
would  be  required  to  perform  efficiently  and  without  delay  the  very  kind  of 
service  which  they  allege  they  are   unable  to  perform  at  the  tower. 

It  is  recommended  that  the  commission  cause  the  physical  examination 
of  all  members  of  the  department  who  are  at  present  excused  from  the  tower 
drill  and  that  in  the  future  the  procedure  be  changed  so  as  to  provide  that 
members  of  the  department  desiring  to  be  excused  because  of  disability  bd 
required  to  report  to  the  department  surgeon  and  that  he,  after  a  physical 
examination,  report  to  the  chief  his  recommendation.  The  captain  in  charge 
of  the  tower  should  not  be  permitted  to  excuse  any  man  from  drill  except 
upon  the  order  of  the  chief  of  the  department  or  the  commissioners. 

Promotions 

Promotions  are  made  as  a  result  of  competitive  civil  service  examinations. 
These  civil  service  examinations  consist  merely  of  a  wrritten  test,  and  in 
giving  ratings  no  consideration  is  given  either  to  the  physical  condition  of 
those  taking  the  examination  or  to  the  quality  of  the  service  rendered  by 
the  firemen  prior  to  the  examination. 

Efficiency  Ratings  Should  Be  Given 

In  no  branch  of  the  municipal  service  is  it  more  difficult  to  determine 
through  a  written  civil  service  test  the  qualifications  for  promotion  than  in 
the  fire  service. 

Under  the  present  plan,  the  civil  service  examination  consists  of  a  writ- 
ten test  in  which  the  fireman  attached  to  the  busy  congested  value  district  is 
placed  in  competition  for  promotion  with  the  fireman  from  the  suburban  dis- 
trict. The  fact  that  the  fireman  in  the  congested  value  district  has  per- 
formed continuous  and  efficient  fire  service  helps  him  but  little  when  com- 
peting with  the  fireman  from  the  outside  district  who  has  performed  little 
or  no  active  fire  duty,  but  has  had  ample  opportunity  to  study  and  prepare 
himself  for  the  written  test,  thus  making  the   competition  not  only   unfair 
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to  tin*  men,  but  likewise  unfair  to  the  department  in  thai  it  results  in  secur- 
ing the  less  efficient  man  for  commanding  officer.  Therefore,  the  efficiency  of 
the  service  rendered  by  the  firemen  should  be  given  every  consideration  in 
promotional  tests  through  the  use  of  efficiency  ratings.  .Many  a  fireman 
whose  efficiency  in  practical  work  is  far  below  the  standard  is  well  informed 
in  the  theory  of  fire-fighting,  while  many  thoroughly  practical  firemen  who 
are  capable  of  rendering  valuable  service  and  whose  ability  as  fire  fighters 
exceeds  that  of  the  well-informed,  theoretical  firemen,  are  not  capable  of 
recording  their  knowledge  in   written   tests. 

With  the  use  of  proper  efficiency  records,  the  efficient,  practical  fireman 
would  be  able  to  earn  a  rating  which  would  aid  him  in  promotional  tests 
and  thus  relieve  him  of  his  present   handicap. 

Practical  Test  Should  Form  Part  of  Civil 
Service  Examination 

Therefore,  it  is  apparent  that  it  would  be  conducive  to  efficiency  if  the 
civil  service  commission  would  conduct  as  a  part  of  its  examination  a  prac- 
tical test.  The  practical  test  combined  with  efficiency  ratings  should  serve  to 
secure  better  equipped  commanding  officers.  An  efficiency  record  would  also 
provide  commanding  officers  with  an  instrument  for  maintaining  better 
discipline  at  the  fire  stations,  since  it  would  provide  a  method  of  disciplining 
members  of  their  command  for  delinquencies  not  sufficiently  serious  to  war- 
rant formal  charges.  It  should  also  be  used  as  a  guide  in  the  assignment  of 
men  to  special  duties. 

Therefore,  it  is  recommended  that  the  fire  commission  require  the  installa- 
tion of  a  proper  system  of  efficiency  records  to  be  prepared  and  operated  on 
a  reviewable  fact  basis. 

Physical  Examination 

The  civil  service  commission  should  require  that  all  candidates  for  pro- 
motion be  subjected  to  a  physical  examination  and  given  a  rating  in  ac- 
cordance with  their  physical  condition.  While  it  is  not  contended  that  the 
standards  used  in  the  physical  examination  of  promotional  tests  be  the  same 
as  those  for  original  appointments,  it  is  nevertheless  urged  in  the  interests 
of  efficiency  and  as  an  aid  in  securing  the  best  fitted  men  as  commanding 
officers  and,  further,  as  a  protection  to  the  pension  fund,  that  a  physical 
examination  of  all  applicants  for  promotion  be  made.  One  can  scarcely  ob- 
serve many  of  the  commanding  officers  of  the  department  at  present  without 
realizing  the  necessity  of  conducting  this  physical  examination  before  promo- 
tions are  made  to  the  higher  ranks. 

It  should  not  be  difficult  to  realize  the  need  for  conducting  physical  ex- 
aminations of  applicants  for  promotion  when  it  is  shown  that  it  is  a  com- 
mon practice  in  the  department  for  members  and  officers  to  be  excused  from 
drilling  at  the  tower  because  of  physical  disabilities  which  are  certified  to 
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by  the  members'  own  private  physicians.  Some  of  these  certificates  from 
private  doctors  require  that  the  officer  or  member  be  premanently  excused 
from  certain  parts  of  the  drill.  Of  course,  a  fireman  who  cannot  perform  the 
drill  requirement  because  of  disability  certainly  cannot  perform  fire  service 
in  the  field,  and  consequently  should  be  placed  on  the  pension  list. 

Trial  of  Delinquent  Firemen 

Procedure  Should  Be  Revised 

Members  of  the  fire  department  complained  of  by  their  superior  officers 
as  having  violated  the  rules  are  reported  to  the  board  of  commissioners. 
The  captain  or  other  officer  making  the  complaint  sets  forth  the  facts.  These 
facts  are  presented  to  the  board  at  its  meeting,  at  which  the  member  com- 
plained of  and  the  complainant  and  other  witnesses  are  required  to  he 
present.  The  complaint  is  read  and  the  accused  is  required  to  make  a  state- 
ment, as  is  also  the  officer  making  the  complaint.  Frequently,  witnesses  are 
called  and  testimony  taken,  which  is  termed  a  preliminary  hearing.  The 
board  then  determines  whether  charges  shall  be  preferred  or  the  complaint 
dismissed.  If  charges  are  preferred,  the  complaining  officer  is  directed  to 
make  a  formal  complaint  upon  specially  provided  printed  forms,  a  copy  of 
which  complaint  is  served  upon  the  accused  and  a  date  set  for  the  formal 
hearing.  At  a  subsequent  meeting  of  the  board,  the  delinquent  fireman  is 
placed  upon  trial,  witnesses  are  heard  and  the  delinquent  fireman  given  the 
right  to  representation  by  counsel.  The  hearing  is  in  public  and  before  the 
entire  board  of  commissioners.  During  the  course  of  the  hearing  witn 
are  questioned  by  members  of  the  board.  The  members  of  the  board  openly 
discuss  the  merits  of  the  case  and  argue  among  themselves  as  to  the  line  of 
questioning  and  the  rights  of  the  defendant.  A  commissioner  who  wishes  to 
show  a  friendly  attitude  toward  the  defendant  occasionally  asks  questions  in 
a  manner  which  demonstrates  to  the  delinquent  his  friendliness  and  sug- 
gests a  line  of  testimony  which  will  serve  as  a  defense.  This  procedure  is 
most  defective.  At  the  close  of  these  hearings  it  is  usually  customary  for 
the  board  to  reserve  decision  until  the  end  of  the  meeting,  at  which  time  an 
executive  session  is  held  and  the  board  determines  the  guilt  or  innocence  and 
agrees  upon  the  punishment  in  the  event  of  a  finding  of  guilt.  The  defendant 
is  directed  to  wait  at  the  city  hall  until  the  end  of  the  executive  session,  at 
which  time  the  board  announces  its  findings  and  the  sentence  is  imposed  in 
public.  The  forms  of  punishment  used  are  fines,  suspension  and  transfer. 
The  maximum  fine  which  may  be  imposed  is  one  month's  salary. 

Majority  of  Complaints  Are  from  Money  Lenders 

An  examination  of  the  record  shows  that  the  majority  of  the  complaints 
made  against  members  of  the  department  are  for  failure  to  pay  debts  con- 
tracted. Consequently,  the  greater  part  of  the  time  of  the  board  at  its 
meetings  is  consumed  in  conducting  what  practically  amount  to  civil  trials 
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lor  debt.  A  great  many  of  these  complaints  arc  made  by  a  professional 
money-lender  who  exacts  from  the  members  of  tbe  department  exorbitant 
rates  of  interest  on  loans. 

Tbe  whole  procedure  with  relation  to  the  trial  of  delinquent  firemen  is 
defective  and  should  be  revised.  The  revised  procedure  sbould  provide  for 
the  following: 

1 — That  all  complaints  against  members  of  the  department  sbould  be  made 
the  subject  of  formal  charges,  which  sbould  be  submitted  to  the 
chief  of  the  department.  These  charges  should  be  read  and  reviewed 
by  the  chief  and  approyed  or  disapproved  by  him.  They  sbould 
tben  be  forwarded  to  the  board; 

2— In  the  event  that  the  charter  is  not  amended  so  as  to  provide  for  a 
single-headed  commission,  or  pending  such  change,  one  member  of 
the  board  should  be  designated  to  review  charges  and  to  conduct  the 
hearings  upon  charges.  After  the  chief  has  approved  or  disapproved 
the  charges,  a  copy  of  the  same  should  be  fonvarded  immediately 
to  the  member  of  the  board  so  designated  and  he  should  review  the 
same  and  pass  upon  whether  charges  which  have  been  disapproved 
by  tbe  chief  shall  be  entertained  and  tried  by  the  board; 

3 — Tbe  trial  commissioner  should  then  prepare  a  calendar  by  arrangement 
with  tbe  other  commissioners  designating  one  night  a  month  as  trial 
night,  at  which  special  meeting  no  other  business  should  be  trans- 
acted except  such  as  may  constitute  a  real  emergency. 

Charges  of  a  serious  character  which  upon  their  face  indicate 
that  in  the  event  of  tbe  accused  being  found  guilty  he  would  be  dis- 
missed, should  be  made  the  subject  of  a  special  meeting,  which 
should  be  held  as  soon  after  the  filing  of  the  charges  as  possible  and 
disposed  of  at  one  session,  rather  than  devoting  a  small  amount  of 
time  at  a  number  of  meetings  as  is  the  present  custom; 

4 — The  board  sbould  adopt  a  policy  with  regard  to  the  method  of  handling 
complaints  as  to  bad  debts.  It  is  suggested  that  all  claims  against 
members  of  the  fire  department  for  the  payment  of  moneys  be  re- 
duced to  a  judgment  in  a  civil  court  before  charges  are  entertained 
by  the  fire  board.  Thus,  the  commissioners  would  not  be  sitting  as 
a  civil  court  of  adjustment.  Complaints  made  by  professional  money 
lenders,  commonly  termed  "loan  sharks,"  should  not  be  entertained, 
but  such  persons  should  be  directed  by  the  commission  to  seek  the 
legal  remedy  in  the  courts; 

5 — The  members  of  the  commission  during  the  course  of  hearings  upon 
charges  should,  so  far  as  possible,  refrain  from  discussing  the  case 
in  the  presence  of  the  accused,  and  all  questions  which  tbe  other 
members  of  the  board  desire  to  ask  sbould  be  asked  through  the 
trial  commissioner.    At  the  conclusion  of  the  trial,  the  board  should, 


296  San  Francisco 

as  it  does  at  the  present  time,  go  into  executive  session  and  while 
in  that  session  make  its  finding  and  its  decision  as  to  the  punishment. 
The  defendant  and  other  members  in  the  case  should  be  excused 
immediately  after  the  taking  of  the  testimony  and  ordered  to  return 
to  their  company  quarters.  The  finding  of  the  board  in  the  case 
should  be  announced  through  an  official  communication  through 
the  chief  to  the  persons  interested  in  the  trial,  it  being  wholly  un- 
necessary to  detain  the  accused  until  the  end  of  the  meeting  in 
order  to  announce  to  him  the  findings  of  the  board. 

In  each  case  the  board  should  endorse  its  findings  of  guilt  or 
innocence  and  the  punishment  ordered  upon  the  original  charges,  | 
and  it  should  also  attach  signatures  to  the  findings.  The  charges 
would  then  become  the  record  of  the  department  in  connection  with 
the  case  rather  than  the  minutes  of  the  board  meeting  as  under 
the  present  procedure.  For  this  purpose  there  should  be  printed 
upon  the  charges  a  blank  form  of  endorsement. 

Intoxication  Should  Warrant  Dismissal 

Efficiency  in  fire  service  demands  that  the  firemen  shall  be  of  temperate 
habits.  Intemperance  on  the  part  of  firemen  while  on  duty  should  not  be 
tolerated  by  the  commission,  and  persons  guilty  of  intoxication  while  on  duty 
should  be  dismissed  from  the  force.  The  board  in  imposing  fines  upon  such 
members  is  helping  neither  the  delinquent  fireman  nor  the  department. 

Suspended  Sentence  Should  Be  Provided  in  the  Law 

To  meet  the  exceptional  condition  with  regard  to  intoxication  so  as  not  tc 
work  a  hardship,  it  is  recommended  that  the  charter  be  amended  so  as  to 
provide  the  commission  with  the  power  to  suspend  sentences  and  to  impose 
the  suspended  sentence  upon  receipt  of  a  subsequent  complaint  without  the 
necessity  of  a  trial.  Thus,  if  a  man  were  to  become  intoxicated  for  reasons 
which  might  appeal  to  the  board  as,  in  a  sense,  while  not  justifiable  at  least 
excusable,  it  would  then  be  within  the  power  of  the  board  to  exercise  clemency 
by  suspending  sentence  with  the  understanding  that  if  the  fireman  at  any 
time  within  a  year  after  such  suspension  of  sentence  should  again  be; 
charged  with  intemperance,  the  board  would  have  the  right  to  impose  its 
original  sentence  of  dismissal  without  the  necessity  of  a  trial. 

Surgical  Division 

The  fire  department  retains  a  surgeon  who  receives  a  salary  of  $1800  per 
year.  His  functions  include  examining  the  applicants,  rendering  medical  or 
surgical  aid  to  injured  firemen  and  occasionally  examining  applicants  for 
retirement. 

While  the  rules  do  not  prohibit  him  from  having  business  relations  with 
members  of  the  force,  the  surgeon  is  careful  to  avoid  such  relations  and  does 
not  include  among  his  private  patients  firemen  or  members  of  their  families. 
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Be  devotes  only  part  of  his  time  to  the  work  of  the  fire  department,  being 
■abject  to  call.  He  dors,  however,  devote  a  portion  of  cadi  morning  to  the 
examination  of   members  of  the  fire  department   who  have  been  absent  on 

sick  leave. 

Time  Lost  Due  to  Illness  in  Excess  of  Normal 

During  the  fiscal  year  1915-16  there  was  lost  clue  to  illness  by  members 
of  the  force,  a  total  of  10,184  days,  or  an  average  of  114/2  days  per  member 
of  the  force.  The  total  number  of  men  reporting  sick  during  the  year  who 
were  paid  for  absence  due  to  their  illness  was  480. 

The  approximate  cost  to  the  city  in  salaries  paid  to  firemen  while  absent 
on  sick  leave  was  $33,000.  This  figure,  however,  represents  the  minimum 
cost,  since  it  was  arrived  at  by  assuming  that  all  of  the  members  who  re- 
ported sick  were  of  less  than  one  year's  service  and  receiving  the  minimum 
ajnount  of  salary.  The  fact,  however,  is  that  the  cost  was  necessarily  higher 
than  this  figure,  since  a  majority  of  those  reporting  sick  were  more  than 
three  years  in  the  service  and  receiving  the  maximum  salary  of  $1440. 
Moreover,  there  were  a  number  of  eases  of  absence  due  to  illness  of  superior 
officers  who  received  much  higher  salaries. 

The  following  table  shows  the  number  of  cases  reported  and  the  diseases 
with  which  the  members  were  affected: 


Number 
Cause  of  Absence.  of  Cases. 

Injuries    127 

La  grippe   125 

Rheumatism 33 

Bronchitis 21 

Lumbago  15 

Tonsilitis    14 

Operations 9 

Gastritis    7 

Heart  trouble 7 

Severe  colds  8 

Tuberculosis     6 

Infected  wounds   6 

Stomach  trouble   6 

Indigestion  4 

General  debility   4 

Abscess    4 

Chills  and  fever 4 

Influenza   3 

Appendicitis  3 

Vertigo 3 

Rectum  trouble  3 

Lung  trouble   3 

Ear  trouble 3 

Ptomaine  poison  3 

Cancer   2 

Fallen  arches  feet 2 

Laryngitis 2 

Bladder  trouble 2 

Diarrhoea 2 

Migrane 2 

Insomnia  2 

Insanity 2 

Skin  disease 2 


Number 
Cause  of  Absence.  of  Cases. 

Liver  trouble  2 

Pleurisy 2 

Nervous  trouble   2 

Congested  lungs   2 

Hemorrhage  2 

Hemorrhoids    2 

Sciatica    2 

Epilepsy 2 

Colic  1 

Neuralgia    1 

Shingles 1 

Diphtheria    1 

Iritis 1 

Typhoid  fever  1 

Spinal  trouble   1 

Pain  in  side 1 

Neuritis  1 

Boils  1 

Asthma    1 

Pneumonia   1 

Pharyngitis     1 

Poison  oak   1 

Nebothian  syst 1 

Orchitis   1 

Synovitis  1 

Torticollis  1 

Hematuria 1 

Fistula     1 

Frontal   sinus    1 

Diabetes 1 

Spurs  on  feet 1 

Myalgia    1 

Accidental  poison  1 
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An  examination  of  the  records  shows  that  in  some  cases  members  of  the 
department  were  absent  for  periods  in  excess  of  a  year  and  were  suffering 
from  diseases  not  directly  traceable  to  injuries  received  in  the  performance 
of  their  duties.  For  example,  June  27,  1916,  the  record  of  absences  due  to 
illness  showed  that  one  man  who  was  then  on  the  sick  list  had  been  absent  con- 
tinuously for  364  days,  one  306  days,  one  301  days,  one  251  days,  one  227  days, 
one  172  days,  and  another  150  days,  during  which  time  they  were  receiving 
full  pay  from  the  city.  In  some  of  these  cases  cited  above  the  firemen  were 
suffering  from  illnesses  of  a  permanent  character,  such  as  insanity,  cancer,  and 
tuberculosis,  from  which  there  was  little  or  no  hope  of  recovery  such  as  would 
enable  them  to  return  to  active  fire  duty. 

This  record  of  illnesses,  showing  as  it  does  an  average  of  more  than  eleven 
days  a  year  per  member  of  the  department,  is  far  in  excess  of  normal. 

The  excessive  number  of  days  may  be  due  to  many  reasons.  In  the  first 
place,  the  procedure  for  passing  upon  the  illness  of  members  of  the  force  is 
wholly  defective.  A  member  who  is  unable  to  report  for  duty  because  of  ill- 
ness, merely  notifies  the  company  commander  and  files  with  the  department  a 
certificate  furnished  by  his  own  private  physician.  Unless  the  chief  of  the 
department  is  suspicious  that  the  fireman  is  feigning  illness,  he  is  not  visited 
or  attended  by  the  department  surgeon  until  he  is  ready  to  report  for  duty, 
when  he  is  required  to  visit  the  department  surgeon.  Of  course,  at  this;  state 
of  his  condition,  it  is  practically  impossible  for  the  department  surgeon  to 
determine  whether  his  illness  was  such  as  to  warrant  his  being  excused  from 
duty  or  whether  the  period  of  his  absence  was  unnecessarily  excessive.  The 
accepting  by  the  department  of  certificates  from  privately  retained  surgeons  is 
not  in  accordance  with  good  practice  and  should  be  discontinued. 

Another  reason  for  the  excessive  absences  from  duty  due  to  illness  may 
possibly  be  the  fact  that  the  city  pays  full  time  to  members  while  absent  on 
sick  leave,  regardless  of  the  cause  of  their  illness.  As  will  be  seen  from  the 
cases  cited  above  where  members  have  been  absent  continuously  for  a  year  or 
more,  there  is  no  limit  as  to  the  time  a  fireman  may  remain  from  duty  with 
full  salary  because  of  illness.  That  the  commissioners  have  allowed  members 
to  remain  on  sick  leave  with  salary  for  indefinite  periods,  is  due  to  an  opinion 
rendered  by  the  city  attorney,  which  opinion  informed  the  commissioners  tha 
they  had  no  power  to  make  deductions  because  of  absences  due  to  illness.  The 
theory  expounded  in  the  opinion  was  that  the  firemen  are  paid  an  annual 
salary  and  that  the  payment  in  monthly  installments  constitutes  merely  a  con 
venient  method  of  distributing  the  salary  on  a  monthly  basis,  consequently, 
according  to  this  opinion,  it  is  logical  to  assume  that  if  a  man  can  remain 
absent  for  a  year  and  draw  Ins  salary  regardless  of  the  cause  of  his  illness. 
he  may  likewise  remain  away  for  five  years  or,  to  make  the  illustration  extreme. 
for  ten  years,  and  still  draw  his  pay. 

Just  how  the  commissioners  are  to  determine  what  period  they  may  refuse 
to  allow  the  salary  to  be  paid,  is  not  clear.  Under  these  conditions  it  should 
not  be  difficult  to  understand  why  the  city  during  the  last  fiscal  year,  paid  over 
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|33,000  for  services  nol  rendered  and  to  men  whose  illnesses,  for  the  most  part, 
were  qoI  incurred  as  a  direct  resull  of  an  injury  received  in  the  performance 
of  duty  or  even  to  excessive  work  at  fires.  It  must  also  be  remembered  in 
this  connection  that  an  excessive  number  of  days  of  absence  not  only  results 
in  an  excessive  cost  to  the  city,  hut  what  is  even  more  serious,  it  tends  to  handi- 
cap the  fire  department  by  reducing  its  numerical  strength. 

Surgeon  is  a  Disciplinarian  and  Medical  Aide 

It  is  conceded  thai  the  wry  character  of  fire  service  is  necessarily  con- 
ducive to  a  larger  amount  of  illness  among  the  employees  of  the  department 
than  perhaps  any  other  branch  of  the  city  service.  Aside  from  the  fact  thai 
the  city  is  morally  obliged  to  furnish  every  means  possible  to  protect  the  fire- 
men against  illness,  as  a  matter  of  simple  economy  it  is  essential  that  the  men 
shall  receive,  without  any  cost  to  themselves,  medical  service  from  the  surgeon 
of  the  department.  Under  the  present  system,  the  surgeon  is  purely  a  disci- 
plinarian so  far  as  his  working  among  those  who  have  been  appointed  to  the 
service  is  concerned.     This  procedure  is  not   in  accordance  with  good  practice. 

Police  and  Fire  Medical  Service  Should  Be  Combined 

In  order  to  produce  an  efficient  medical  service  for  the  department  and  to 
reduce  the  amount  of  sickness  among  the  members  and  the  subsequent  cost  to 
the  city,  it  is  recommended  that  a  surgical  division  for  the  departments  of 
police  and  tire  be  organized  and  that  a  physician  be  retained  who  shall  be 
required  to  devote  his  entire  time  to  this  work  and  who  shall  be  paid  a  salary 
commensurate  with  the  services.  His  duties  should  include  not  only  medical 
aid  to  the  members  of  the  departments,  but  likewise  the  inspection  of  fire  and 
police  stations  as  to  sanitary  conditions,  lectures  to  the  members  of  both  forces 
upon  hygienic  practices  conducive  to  good  health,  upon  matters  relating  to 
clothing,  shoes,  and  the  care  of  the  feet  and  upon  first  aid  to  the  injured.  As 
a  protection  to  the  pension  fund  and  even  to  the  policemen  and  firemen  them- 
selves, the  surgeon  should  be  required  to  make  a  physical  examination  of  every 
member  of  the  police  force  and  fire  force  at  least  once  a  year,  and  to  include 
in  the  health  records  a  report  on  these  examinations,  but  the  result  of  the 
examinations  should  not  be  made  public.  Policemen  and  firemen  who  upon 
examination  show  need  for  medical  treatment,  should  be  advised  as  to  their 
condition  and  required  to  undergo  the  proper  treatment. 

The  commissioner  of  public  safety,  if  such  a  position  should  be  created  as 
suggested  in  this  report,  should  provide  a  definite  procedure  for  handling 
applications  for  leave  of  absence  due  to  illness.  This  procedure  should  require 
that  no  member  of  the  police  or  fire  department  would  be  excused  from  duty 
because  of  illness,  except  upon  the  recommendation  by  the  department  surgeon 
and  after  a  careful  examination  and  report  by  him.  Not  only  should  the 
physician  examine  to  discover  whether  the  illness  was  sufficient  to  warrant  a 
leave  of  absence,  but  likewise  he  should  administer  medical  or  surgical  aid  to 
the  member  during  such  illness.     If  a  member  of  the  department  desired  to 
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be  attended  by  a  privately  retained  physician,  he  should  be  permitted  to  do  so, 
but  only  with  the  understanding  that  in  so  far  as  the  fire  and  police  depart- 
ments are  concerned,  his  case  was  under  the  supervision  of  the  department 
surgeon.  The  rule  should  also  prohibit  the  surgeon  from  having  any  business 
relations  whatever  with  any  member  of  the  department  or  his  family. 

Charter  Should  Be  Amended  so  as  to  Provide  an  Equitable 
Payment  During  Illness 

The  charter  should  be  amended  so  as  to  provide  a  definite  statutory  provi- 
sion as  to  the  amount  and  manner  in  which  firemen  and  policemen  shall  be 
paid  during  absence  on  sick  leave.  It  is  suggested  that  this  provision  allow 
full  pay  to  members  of  the  police  and  fire  departments  while  absent  because  of 
sickness  which  is  directly  the  result  of  actual  service.  It  should  further  pro- 
vide that  the  commissioner  of  safety  should  be  the  sole  judge  in  determining 
whether  or  not  the  sickness  was  a  direct  result  of  an  injury  received  while 
on  duty. 

In  all  other  cases  of  absences  due  to  illness,  the  policeman  and  fireman 
should  receive  only  half  pay.  and  in  cases  where  the  surgeon  would  certify 
that  the  illness  was  contracted  as  a  direct  result  of  carelessness  or  improper 
conduct  on  the  part  of  the  member,  such  as  an  overindulgence  in  alcoholic 
beverages,  immorality  or  unnecessary  exposure  while  on  duty,  no  salary  should 
be  paid. 

Should  the  fire  and  police  bureaus  not  be  combined  in  one  service  under  a 
commissioner  of  safety  by  charter  amendment,  it  is  recommended  that  the 
police  and  fire  surgeons  be  required  to  serve  as  medical  aides  to  the  depart- 
ment in  the  manner  described  above  and  be  paid  salaries  commensurate  with 
this  kind  of  service.  The  provisions  as  to  the  manner  in  which  the  polic 
and  firemen  should  report  their  illnesses  and  the  salary  to  be  paid,  recommended 
above,  should  be  adopted  regardless  of  whether  or  not  the  department  of  safety 
is  established. 

Proper  Health  Records  Should  Be  Maintained 

The  records  maintained  by  the  surgeon  of  the  fire  department  are  not  in 
accordance  with  the  best  practices.  He  does  not  maintain  complete  detailed 
health  records  but  merely  a  memorandum.  The  records  do  not  include  com- 
plete information  concerning  the  illness  and  treatment  of  those  who  have 
reported  sick,  and  he  has  no  record  concerning  those  who  receive  treatment 
of  any  kind  while  on  duty. 

It  is  therefore  recommended  that  the  surgeon  be  required  to  maintain  com- 
plete and  detailed  records  of  the  health  of  the  members  of  the  police  and  fire 
forces.  The  history  of  each  member  of  the  force  should  begin  with  Ins  ap- 
pointment and  every  subsequent  examination  made  and  condition  diagnosed 
and  treatment  given  should  be  carefully  recorded.  Indications  as  to  care- 
less habits  with  regard  to  the  use  of  liquor  should  be  carefully  noted  and  the 
member  warned  by  the  surgeon. 
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Reports  By  Surgeon 

Each  week  the  surgeon  files  with  the  fire  board  ;i  list  of  the  firemen  on  sick 
eave  during  the  week,  the  cause  of  their  illness  and  the  duration,  and  the 
cave  of  absence  during  the  week.  It  does  not,  however,  point  out  to  the  eom- 
nissioners  the  total  dumber  of  days  losl  due  to  illness  by  the  firemen  during 
he  entire  year  nor  dues  it  show  any  comparative  figures  which  would  enable 
he  commissioners  to  determine  whether  or  not  the  amount  of  sickness  in  the 
'orce  was  on  the  increase  or  decrease. 

The  procedure  should  require  the  surgeon  to  make  a  detailed  report  weekly 
.vliirli  will  serve  as  an  administrative  guide,  showing  not  only  a  list  of  those 
■eporting  sick,  hut  likewise  the  total  number  of  days  lost  during  the  current 
'ear,  dining  the  presenl  period  of  illness,  and  the  total  number  of  days  lost 
>y  all  members  during  the  current  year  and  for  the  same  period  of  the  pre- 
ceding year,  and  such  comparative  data  as  will  enable  the  board  of  commis- 
ioners  to  conduct   such    investigations  as  it    may   deem  necessary. 

Sanitary  Condition  of  Fire-Houses 

All  of  the  fire-houses  were  visited  ami  inspected  and  found  to  be  generally 
.n  good  repair  ami  of  a  modern  type  of  construction  built  with  a  due  regard 
for  the  comfort  of  the  men  residing  in  them.  There  are,  however,  some  con- 
litions  which  need  immediate  attention.     Some  of  these  are  as  follows: 

Quarters  occupied  by  Engine  Company  No.  21  at  1162  Oak  Street  have 
nsufficient  bathing  and  toilet  facilities.  There  is  but  one  toilet,  one  bath,  two 
washbasins,  and  one  shower  for  the  accommodation  of  twenty-three  men.  It 
s  recommended  that   increased  bathing  and  toilet  facilities  be  installed  in  this 
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The  quarters  occupied  by  Engine  Company  No.  39  at  2136  Geary  Street 
ire  in  very  poor  condition,  having  insufficient  bathing  and  toilet  facilities.  The 
ipparatus  floor  is  so  crowded  as  to  make  a  prompt  delivery  of  the  apparatus 
lifficult.  At  such  time  as  the  city  is  financially  able  to  build  a  new  house, 
hese  quarters  should  be  abandoned. 

The  quarters  occupied  by  Truck  Company  No.  5  at  1849  Post  Street,  are 
specially  insanitary  and  generally  poorly  arranged  for  use  as  a  fire  station. 
This  is  an  old  wooden  shack  with  a  low  ceiling,  and  a  mezzanine  floor  is  in  use 
is  sleeping  quarters.  This  company  should  be  removed  to  new  quarters  as 
oon  as  the  financial  condition  of  the  city  wall  permit. 

The  quarters  occupied  by  Engine  Company  No.  19  at  52  Wallace  Street, 
ire  wholly  insanitary  and  unsuited  for  use  as  a  fire  station.  This  building 
hould  be  abandoned  and  the  men  removed  to  better  quarters  as  soon  as  the 
inaneial  condition  of  the  city  wrill  permit. 

The  quarters  occupied  by  Engine  Company  No.  33  at  117  Broad  Street  are 
n  poor  condition.  While  this  building  does  not  require  reconstruction,  it  is 
audi  in  need  of  plaster  and  paint.  For  a  small  expenditure  of  money  this 
milding  could  be  put  into  good  condition. 
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The  quarters  occupied  by  Engine  Company  No.  11  at  1632  Oakdale  Avenut 
should  be  painted  throughout,  in  which  case  the  building,  although  very  old 
could  be  made  reasonably  comfortable  and  sanitary. 

The  quarters  occupied  by  Engine  Company  No.  16  at  1009  Tennesgfji 
Street  are  in  a  most  dilapidated  condition.  The  foundation  is  weak  and  th( 
walls  cracked,  and  the  building  itself  totally  unsuited  for  housing  firemen.  Tht 
building  should  be  razed  and  the  company  removed  to  better  quarters  &i 
promptly  as  possible. 

The  quarters  occupied  by  Truck  Company  No.  8  at  38  Bluxome  Street  havt 
insufficient  toilet  facilities,  there  being  one  toilet  for  the  use  of  twenty-six  men 

While  the  newer  buildings  are  of  a  good  type  of  construction,  it  is  wholh 
apparent  from  the  location  of  a  number  of  them,  particularly  the  quarter? 
occupied  by  Chemical  Company  No.  8  at  Wild  and  Girard  Avenues,  that  th( 
selection  of  the  sites  for  the  new  houses  is  not  wholly  based  upon  good  judg- 
ment as  to  the  needs  of  the  community.  In  the  outside  suburban  district- 
where  the  runs  are  the  fewest,  houses  of  a  costly  type  of  construction  hav< 
been  built,  while  in  the  immediate  congested  value  district  of  the  city  in  a 
number  of  instances  old  frame  shacks,  which  were  built  as  emergency  tempo 
rary  quarters  immediately  following  the  great  fire,  are  still  retained  in  use 
These  houses  should  be  replaced  as  speedily  as  possible  and  no  new  fire  sta 
tions  constructed  in  other  sections  until  they  have  been  replaced. 

While  for  the  most  part  the  conditions  as  to  cleanliness  were  good,  neverthe 
less  there  were  found  accumulations  of  rubbish,  the  storing  of  excelsior  ii 
wooden  boxes,  open  swinging  gas  jets  and  the  like  in  a  number  of  fire-houses 
A  fire-house  should  be  in  every  sense,  in  so  far  as  fire  prevention  is  concerned 
a  model  to  the  community  in  which  it  is  located.  Nothing  that  would  not  b( 
encouraged  or  permitted  in  a  privately  owned  building  should  be  allowed  U 
exist  in  a  fire-house.  Therefore,  swinging  gas  jets  and  accumulations  of  rub 
bish  or  improperly  stored  excelsior  should  be  removed  at  once. 

A  number  of  the  dormitories  observed  were  untidy  by  reason  of  the  fad 
that  the  department  permits  firemen  to  spend  as  much  time  as  they  choose  h 
the  dormitories  and  in  bed  during  the  day  hours.  The  practice  of  allowing 
firemen  to  "turn  in"  whenever  they  choose  has  been  condemned  in  most  larg< 
cities  and  is  for  the  most  part  prohibited.  If  a  company  has  had  a  difficult 
night  fire,  it  is  reasonable  to  allow  that  company  to  retire  during  the  day,  bul 
this  condition  should  be  regarded  as  the  exception,  and  no  fireman  should  bi 
permitted  to  remain  in  bed  during  the  day  but  should  be  required  to  be  up  am 
alert  and  ready  to  respond  to  an  alarm.  The  bed-making  and  cleaning  of  tin 
dormitories  should  be  over  early  in  the  morning  and  ready  for  inspection  b.\ 
the  commanding  officers  before  nine  o'clock.  It  is  recommended  that  the  regn 
lations  include  these  provisions. 

The  Use  of  Roller  Towels  Should  Be  Discontinued 

Notwithstanding  that  roller  towels  for  common  use  have  long  since  beer 
condemned  as  insanitary  and  that  the  state  laws  prohibit  their  use,  mam 
roller  towels  were  observed  in  use  in  fire-houses. 
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It    is   recommended  thai   the  chief  issue  an  order  to  the  force  to  have  all 
■gller  towels  removed  at  once. 

Organization  and  Personnel 
The  department  of  fire  is  organized  as  follows: 

Id  ministration  — 

Number                        TITLE  Salary 

4            Commissioners  (each)    $1,200 

1             Secretary    2,400 

1             Stenographer 1,800 

1            Captain  detailed  to  clerical  duty 1,860 

1             Engineer  detailed  as  bookkeeper 1,680 

1            Hoseman  detailed  to  clerical  duty 1,440 

1            Hoseman  detailed  as  messenger 1,440 

1            Hoseman  detailed  to  clerical  duty 1,440 

'or  the  Extinguishment  of  Fires  and  the  Enforcement  of  Fire  Prevention 
Ordinances— 

l           Chief  $5,000 

1             Assistant  chief  3,600 

1             Second  assistant  chief  3,000 

11             Battalion  chiefs  (each) 2,700 

76            Captains  (each)    1,860 

76            Lieutenants  (each)    1,710 

46  Engineers  1,680 

47  Stokers   ($100,  $110,  $120). 

8             .Marine  engineers    (each) 2,100 

8             Marine  firemen  (each)   1,200 

4  Pilots  of  fire  boats  (each) 2,100 

13             Operators  ( each)    1,440 

78  Drivers  ($100,  $110,  $120). 

376            Firemen  of  the  first  grade  (each) 1.440 

29            Firemen  of  the  second  grade  (each) 1,320 

31            Firemen  of  the  third  grade  (each) 1,200 

'or  tin    Instruction  of  Firemen — 

1            Drillmaster 1,860 

(Captain   detailed — performs   service   with   his   com- 
pany when  not  at  tower.) 
'or  Medical  and  Surgical  Care  of  Firemen — 

1*           Surgeon     1,800 

'or  Distribution  of  Alarms  and  Maintenance  of  Signal  Service- — ■ 

Alarm    service    furnished    by    electrical    department,    which 
is  a  separate  branch  of  the  government  and  for  which  a  sep- 
arate appropriation  is  made. 
or  the  Making  of  Repairs  to  Apparatus  and  Equipment  and  Handling 
Supplies — 

1             Superintendent  of  engines $2,700 

1             Clerk  and  commissary 1,800 

1             General  foreman  (position  vacant) 1,800 

1             Draftsman    1,500 

10            Machinists   (two  vacant)    per  day  4.50 

5  Blacksmiths     "  4.50 

5             Blacksmith    helpers    "   -  3.75 

1             Foreman    of    woodworkers "  5.50 

1             Woodworker    "  4.50 

1  Pattern-maker    "  5.25 

2  Boiler-makers    "  4.50 

2             Boiler-maker  helpers    "  3.25 

1             Steamfitter    "  6.00 

1             Foreman  carriage  painter   "  5.00 


•Included  in  76  captains. 
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Number  TITLE  Salary 

3  Journeymen  painters per  day  $  4.50 

1  Foreman   harness-maker    "  5.00 

3  Journeymen  harness-makers    "  4.25 

1  Brass  finisher  "  4.50 

4  Watchmen    1,200 

3  Draymen     1,200 

1  Lieutenant  detailed  in  charge  of  auto  school 1,680 

1  Fireman  detailed  as  assistant  of  auto  school 1,320 

1  Fireman  detailed  as  assistant  to  auto  school 1,200 

1  Fire  captain  detailed  as  inspector  of  apparatus 1,860 

1  Stoker  detailed  as  clerk  to  the  superintendent  of  engines  1,440 

1  Engineer  detailed  in  charge  of  hose 1,680 

1  Fireman  detailed  as  assistant  to  commissary 1.440 

1  Fireman  stoker  detailed  as  storekeeper 1,440 

For  the  Care  of  Horses — 

1            Superintendent  of  stables 1,860 

1             Veterinary    1,200 

1            Fireman  detailed  as  assistant  superintendent 1,440 

9            Hostlers    1,200 

For  the  Maintenance  and  Operation  of  High  Pressure  and  Low  Pressure 
Water  Systems — 

1             Superintendent  distributing  system  2,400 

1             Foreman  gateman   1,500 

1             Assistant  gateman  1,440 

1            Fireman  detailed  as  keeper — Jones  street  tank 1,440 

1            Fireman  detailed  as  gateman 1,440 

5  Gatemen    1,200 

3            Laborers,  $3.00  per  day 942 

1  Caulker,  $4.50  per  day 1,413 

7  Hydrant  men    1,200 

2  Chief  engineers  at  pumping  station 2,100 

5  Assistant  engineers 1,500 

7  Stationary  firemen 1,200 

As  shown  by  the  payrolls  the  total  number  of  employees  in  the  department 
is  921.  Of  this  number,  115  are  performing  services  other  than  fire  extin-i 
guishment,  making  the  total  uniformed  fire-fighting  force  806. 

The  department  is  organized  in  accordance  with  the  modern  plan  of  organ 
zation  and  the  supervision  exercised  over  the  force  by  the  commanding  officers' 
may  be  said  generally  to  be  good. 

Force  Adequate 

The  fire-fighting  force  of  the  city  of  San  Francisco  is  large  enough  to  meet 
the  needs  of  the  community.  The  number  of  officers,  however,  is  much  in 
excess  of  the  required  number,  and  as  recommended  elsewhere  in  this  report,' 
should  be  reduced  as  vacancies  occur.  "While  it  may  appear  by  reason  of  the' 
present  unnecessarily  large  number  of  fire  stations  that  the  force  in  certain 
sections  of  the  city  is  reduced  to  below  the  minimum  requirement  at  certain 
times  due  to  absences  on  sick  leave,  days  off  and  other  reasons,  the  fact  is  that 
with  the  installation  of  motor  equipment  the  number  of  fire  stations  must  be 
decreased  and  this  will  make  available  sufficient  men  to  increase  the  quota  in 
the  congested  value  district  to  a  point  assuring  sufficient  men  at  all  hours. 
The  plan  of  organization  at  the  present  time  provides,  as  shown  by  the  records, 
for  11  men  in  each  engine  company,  12  men  in  each  truck  company,  4  men  in 
each  chemical  company,  4  men  in  each  water-tower  company,  and  21  men  in 
each  fire-boat  company. 
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rrhis  distribution  of  the  force  is  based  od  a  charter  provision  which  fixes 
:he  maximum  number  of  men  to  be  assigned  to  the  various  companies  as  above. 
rherefore,  the  administrative  heads  of  the  department  and  its  executive  head, 
he  chief,  who  arc  to  be  held  strictly  responsible  for  furnishing  adequate  fire 
protection,  are  prohibited  by  charter  from  distributing  their  men  and  organiz- 
ng  their  companies  in  accordance  with  the  needs  as  they  occur  ;md  in  accord- 
mce  with  their  besl  judgment  as  trained  officials.  This  charter  limitation  does 
tot  serve  to  prevent,  as  was  apparently  intended,  the  unnecessary  appointment 
if  firemen,  but,  on  the  contrary,  is  conducive  to  extravagance,  because  in  order 
o  enlarge  the  fore-  the  city  officials  are  practically  required  to  establish  new 
•onipanies  and  the  establishment  of  new  companies  always  requires  the  pur- 
;hasc  of  additional  land  for  tire  houses  and  additional  equipment.  For  a  law 
(»  stipulate  the  number  of  men  assigned  to  fire  companies  is  equivalent  to 
leciding  in  advance  of  mandators  legislation  what  will  be  the  needs  of  a  com- 
rranity  in  the  way  of  lire  protection  for  years  to  come.  Those  familiar  with 
he  subject  of  fire  protection  will  agree  that  this  is  not  only  impracticable,  but 
ilmost  impossible.  That  this  charter  restriction  has  served  to  make  the  man- 
tgement  of  the  fire  department  more  expensive,  is  demonstrated  beyond  a 
loubt,  first,  by  the  fad  that  the  city  already  has  too  many  fire  stations,  and 
econd,  by  reason  of  the  fact  that  in  order  to  strengthen  the  fire-boat  companies 
leyond  the  charter  allowance,  two  additional  fire-boat  companies,  known  as 
Companies  Nos.  3  and  4.  which  exist  merely  upon  paper,  were  created  by  a 
>revious  board  of  fire  commissioners.  In  these  two  additional  companies  there 
re  four  engineers  and  two  firemen,  all  of  whom,  as  a  matter  of  fact,  are  serv- 
ng  in  Fire-boat  Companies  Nos.  1  and  2  by  detail  or  assignment.  The  same 
hing  occurred  with  regard  to  two  relief  companies  which  were  organized  on 
taper  alone  and  the  two  captains  of  these  paper  companies  were  assigned  to 
lerical  duty. 

In  order  to  prove  the  absurdity  of  a  charter  fixing  the  number  of  men  to 
>e  assigned  to  a  fire  company,  it  should  only  be  necessary  to  point  out  that  the 
trength  of  a  company  should  not  be  established  on  an  arbitrary  uniform  basis 
'ecause  in  certain  sections  of  the  city  the  strength  of  an  engine  company 
hould  be  greater  than  in  other  sections  and  the  same  is  true  of  truck  com- 
•anies.  Therefore,  it  is  recommended  that  this  section  of  the  charter  be 
epealed  and  that  the  plan  of  organization  and  the  distribution  of  the  force 
'e  left  wholly  within  the  discretion  of  the  administrative  heads  of  the  fire 
epartment  and  its  chief. 

>ingle  Platoon  System  in  Operation 

The  department  is  organized  on  the  single  platoon  system  which  provides 
or  continuous  service.  The  firemen  are  allowed  three  hours  a  day  for  taking 
leals  outside  of  the  fire-houses  and  twenty-four  hours  off  in  each  five  days. 
'hey  are  allowed  fifteen  days  vacation  with  full  pay  annually. 

The  members  of  the  fire  department  are  urging  the  adoption  of  a  two- 
latoon  system,  which  means  the  dividing  of  the  force  into  a  night  and  day 
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shift  of  ten  and  fourteen  hours  alternating  so  as  to  produce  a  twelve-hod 
working  day  for  the  men.  The  agitation  for  the  adoption  of  a  two-platoon  sy 
tern  is  general  throughout  the  fire  departments  of  the  United  States.  Tt 
principal  argument  against  the  two-platoon  system  is  that  its  adoption  involv< 
added  cost  to  the  already  high  cost  of  fire  protection  in  cities.  In  the  citiu 
which  have  already  adopted  the  two-platoon  system,  in  almost  every  instancf 
it  has  resulted  in  greatly  increasing  the  cost.  It  is  contended  that  if  all  ([ 
the  apparatus  of  the  department  were  completely  motorized,  it  would  be  p< 
sible  to  reduce  the  number  of  fire  companies  from  seventy-seven  to  sixty-eij 
and  by  a  rearrangement  of  the  companies  and  a  redistribution  of  the  forces, 
two-platoon  system  could  be  introduced  without  the  appointment  of  additions 
men  and  in  this  way  the  two-platoon  system  could  be  operated  without  an 
added  cost  to  the  city. 

Assuming  that  the  contention  of  the  advocates  of  the  two-platoon  systei 
with  respect  to  the  reduction  in  the  number  of  companies  and  the  rearrange 
ment  of  the  remaining  companies  is  practicable,  the  very  fact  that  with  tt 
large  reduction  of  the  companies  as  recommended  there  would  be  no  increas 
in  the  total  operating  expenses,  means  that  the  adoption  of  the  two-plaim 
system  would,  in  effect,  produce  an  increased  cost  of  operation  per  unit. 

Wholly  aside  from  the  question  of  platoon  systems,  as  already  pointed 
in  this  report,  the  number  of  fire  companies  in  the  city  of  San  Francisco 
excessive  and  unnecessarily  large,  so  that  without  regard  to  whether  a  chantj 
in  the  hours  of  service  is  effected  the  number  of  companies  should  be  reduce 
If  the  city,  as  is  intended,  motorizes  all  of  the  apparatus  at  a  considerab' 
investment,  it  is  only  logical  to  assume  that  as  a  result  of  this  considerab 
investment  a  number  of  companies  must  be  eliminated  and  a  number  of  ft 
stations  abandoned.  But  the  process  of  motorization  and  the  subsequent  eli 
ination  of  companies  must  necessarily  be  gradual,  since  the  expense  invoh 
motorization  is  large  and  the  rearrangement  of  companies  after  motorizatk 
can  only  be  effected  by  a  careful  study  of  the  fire  problem.  Consequently,  wit 
the  introduction  into  the  department  of  motor  apparatus  on  a  large  scale  thei 
must  follow  a  reduction  in  the  force.  This  reduction  in  the  force  would,  i 
course,  involve  a  reduction  in  the  cost  of  maintaining  the  service.  Therefor 
if  instead  of  a  reduction  in  the  force  as  a  result  of  motorization  the  companit 
are  merely  rearranged,  the  two-platoon  system  introduced  and  no  reduction 
the  force  made,  there  will  not  only  be  no  saving  to  the  city  through  the  din 
ination  of  the  companies,  but  there  will  actually  be  an  increase  in  the  con 
parative  cost  of  operation  by  reason  of  retaining  the  same  force. 

In  considering  whether  a  fire  department  shall  be  organized  on  the  sing 
or  two-platoon  plan,  the  principal  question  is  whether  die  citizens  are  willhi 
to  expend  more  money  for  fire  protection.  As  to  the  efficiency  of  the  fore 
being  increased  or  decreased  by  reason  of  a  change  from  the  single  to  tl 
two-platoon  system,  it  can  safely  be  asserted  that  little  or  no  change  in  tl 
working  efficiency  of  the  force  is  effected.  Therefore,  the  whole  question 
one  of  financial  policy  rather  than  a  question  as  to  whether  the  efficiency  i 
the  service  will  be  decreased  or  increased. 
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It  is  pointed  out  by  those  urging  the  adoption  of  the  two-platoon  system 
hat  with  its  adoption  the  companies  fan  be  strengthened,  thus  providing  for 
ii  increased  minimum  force  in  all  tier  stations  during  all  hours  of  the  day 
,iid  night,  but  this  can  be  done  in  the  evenl  of  motorization  without  regard 
pr  whichever  platoon  system  may  be  adopted  and  still  allow  for  a  substantial 
eduction  in  the  force. 

'iremen  Should  Be  Allowed  One  Day  Off  in  Four 

If  the  single  platoon  system  is  retained,  the  present  plan  of  permitting 
he  firemen  one  day  off  in  five  should  be  changed  so  as  to  allow  all  members 
f  the  force  one  day  off  in  four. 

'acation  Period  for  Superior  Officers  Should  Be  Increased 

Fifteen  (lays  vacation  is  allowed  all  members  of  the  force  annually.  By 
rranging  their  vacation  periods  immediately  following  their  day  off,  the  mem- 
ers  of  the  force  are  able  to  include  the  days  off  due  prior  to  and  imme- 
iately  after  their  vacation,  thus  making  the  total  vacation  period  seven- 
>en  da\  s. 

The  officers  of  the  department  do  not  receive  any  longer  vacation  period 
tan  the  rank  and  file.  It  is  recommended  that  the  vacation  period  of  bat- 
ilion  chiefs  and  higher  officers,  in  view  of  the  fact  that  they  are  required  to 
ispond  to  all  alarms  within  their  districts,  be  extended  to  one  month,  while 
tat  of  the  captains  be  extended  to  twenty-one  days. 

Distribution  of  the  Force  and  Apparatus 

orce  Divided  Into  Battalions 

;  For  purposes  of  distribution  and  control  the  force  is  divided  into  eleven 
ittalions.  The  battalions  are  subdivided  into  engine,  truck,  water  tower, 
lemical,  fire-boat,  and  monitor  battery  companies,  as  follows : 

48  Engine  companies; 

13  Truck  companies; 

12  Chemical  companies; 
2  Water-tower  companies. 

2  Fire-boat  companies; 

3  Monitor  battery  companies. 

In  addition  to  these  companies  there  are  four  companies  carried  on  paper 
hich  are  not  organized  as  regular  working  companies.  These  are  the  two 
lief  companies  and  two  fire-boat  companies  already  mentioned.  The  mem- 
?rs  carried  on  the  records  as  constituting  Fire-boat  Companies  Nos.  3  and  4 
*e  detailed  to  the  Fire-boat  Companies  Nos.  1  and  2,  while  those  carried  on 
>e  roll  as  members  of  the  relief  companies  are  detailed  to  clerical  and  other 
jsitions  throughout  the  department.  As  pointed  out  elsewhere  in  this  report, 
e  establishment  of  these  "paper  companies"  is  for  purposes  of  evading  the 
tarter  restrictions  as  to  the  number  of  firemen  and  officers  to  constitute  the 
irious  fire  companies.  The  manner  in  which  the  force  is  divided  and  the 
)paratus  distributed,  as  well  as  the  work  performed  by  the  various  com- 
mies throughout  the  calendar  year  1915,  is  shown  by  the  following  table : 
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San  Francisco 


Need  for  Reduction  in  the  Number  of  Companies 

Although  one-third  of  the  apparatus  of  the  department  has  been  motorized 
which  should  have  caused  a  reduction  in  the  number  of  companies,  no  change 
either  in  the  personnel  or  the  location  of  the  company  quarters  have  beei 
effected.  It  is  contemplated  to  further  motorize  the  apparatus  and  an  appro 
priation  of  one  hundred  thousand  dollars  was  made  for  this  purpose  in  th 
budget  for  the  current  year.  The  policy  of  the  city  with  relation  to  the  motori 
zation  is  to  ultimately  cause  all  of  the  apparatus  to  be  motorized.  This  polic; 
is  a  wise  one  and  should  result  in  a  large  reduction  in  the  maintenance  cost  o  i 
the  department.  It  should  also  result  in  a  reduction  in  the  force  and  th 
elimination  of  a  number  of  companies. 

The  topography  of  the  city  of  San  Francisco,  the  frequent  trade  winds  am 
the  conditions  under  which  the  population  is  distributed,  creating,  as  it  doe* 
a  number  of  small  congested  value  districts  in  the  midst  of  residential  section 
make  necessary  a  larger  force  and  a  greater  number  of  companies  than  th 
population  and  area  of  the  city  by  themselves  would  warrant,  but  taking  int 
consideration  the  local  conditions  and  comparing  San  Francisco's  fire  cost,  thl 
strength  of  its  force,  the  number  of  companies,  and  the  amount  of  apparatu 
with  the  same  factors  in  cities  throughout  the  United  States  of  approximatel; 
the  same  population  and  area,  the  fire  department  of  San  Francisco  is  fmui 
to  consist  of  an  excessive  number  of  companies  and  a  number  of  firemen  vast  I 
out  of  proportion  to  its  needs.     The  following  table  shows  the  difference  in  th 
cost  of  maintenance,  the  number  of  men  and  the  fire  loss  of  cities  of  approx 
mately  the  same  population  as  San  Francisco : 


TABLE    SHOWING 

THE 

DIFFERENCE    IN 

THE 

COST    OF    MAINTENANCE,    TH] 

NUMBER  OF  MEN  AND  THE  FIRE  LOSS  OF  CITIES  OF  APPROXI- 

MATELY THE  SAME  SIZE  AS  SAN  FRANCISCO. 
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Cleveland    Ohio 639,431  633  $891,865.00  $0.39  $991,931.22  $1.55  2,654  $376.7 

Baltimore,    Md 579,590  859  1,032,541.98  1.78  604,717.00  1.04  1,983  304.9 

Pittsburgh,   Pa 564,878  804  1,192,191.22  2.09  482,205.75  .85  1,883  2 

Detroit,  Mich 546,183  805  1,277,747.32  2.34  1,718,017.00  3.13  2,377  722.7 

Buffalo    N    Y 457,723  684  1,120,414.36  2.45  623,667.14  1.36  2,008  310.5 

San  Francisco,  Cal. .  452,225  921  1,622,301.00  3.59*1,124,178.15  2.48  2,720  413.3 

Los  Angeles,  Cal 452,140  630  925,000.00  2.04  1,156,190.00  2.58  2,476  466.9 

Milwaukee,  Wis 419,589  569  796,605.00  1.89  500,000.00  1.19  1.679  297.S 

Cincinnati,  Ohio 402,175  563  812,014.55  2.01  365,570.56  .91  1,641 

Newark,  N.  J 389,106  475  719,692.54  1.85  995,110.00  2.56  1,450  686.^ 

New   Orleans,   La.. .  .361,221  462  526,790.00  1.46  474,648.00  1.31  723  61 

Washington,  D.  C... 356,028  502  726,230.00  2.04  444,329.00  1.25  1,331  333.S 

Minneapolis,  Minn... 343,466  415  547,000.00  1.59  1,277,911.78  3.72  1,855  688. 


'Loss  for  1914-1915  fiscal  year. 
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AS  SAN  FRANCISCO. 


FIREMEN. 

Call  Men 

Substitutes 

Second 
Grade 

Third 
Grade 

Fourth 
Grade 

No.   1  Salary 

No.   1  Salary 

).    I  Salary 

No.   1  Salary 

No.   1  Salary 

.     $1,020 
2         900 


3velan7     %  960       28     $  840 
Itimor 

»tsbur|.  1,140       . .      1,080 

)  roit,  8  1,100       24      1,000 

Halo,  0  1,080         3         960 

I  Frai        


r  Ang€.      1,140       . .      1,080       . .      1,060       $1  per  hr 

lwauk»        

!  cinna 

fvark,  1      1,100       53      1,000       20         800 

rv  on 

ishingi         960       

Imeap*      1,116       15      1,044         2        840 


5th  Grade  Firemen 
$960       18 


75       $800 

25         864 

No  pay 


28     $2  per 
day 


8    $70  per 
month 


•Tota 
tFirei 


:;il 


'ee  monitor  batteries  was  as  follows : 

Monitor  Company  No.  1—6  hours,  55  minutes. 
(This  represents  work  at  three  fires.) 


TABLE  SHOWING  SALARIES  PAID  FIREMEN  AND 


OFFICERS    IN  CITIES  OF  APPROXIMATELY  THE  SAME   POPULATION    AS  SAN  FRANCISCO. 


,         M         ..  579,590 

(Uinore,  an 

,_  Pa 564,878  804 

»„»,.,  Mich 546,183  778 

tf»M.Y «7,723  656 

Francisco,  Cal...  452,225  812 


»  Angeles,  Cal 452,140 

Uiaukee,  Wis 419,589 

klnnatl,  Ohio 402,175 

bark,  N.J 389,106 

tar  Orleans,  La 361,221 

hshlngton,  D.  C 356,028 

Itaieapolis,  Minn....  343,466 


625 
534 
561 
443 
453 
498 
375 


4,000 
4.000 
4,500 
5,000 

3,000 
4,000 
6,000 

5,000 


1  2,000 

1  3,000 

1  3,500 

1  @  3,600 

1  @  3,000 


2  2,100 

1  @  2,500 
6  @  2,000 
5  @  2,300 

2  @  2,500 
2  3,000 


8  2,000 

8  2,000 

8  2,200 

11  2,700 


4,000       8 
Chief  Eng. 
3,500       1 


1,500 
2,500 


62  1,500 

58  1,500 

55  1,800 

76  1,860 

40  1,500 

42  1,500 

44  1,332 

38  1,600 

1@  1,100 
59@  1,080 
58      1,400 


1  @     2,446 
1  @     2,232 


3      2,000 

1®  1,824       40      1,380 


76  1,320 

62  1,300 

55  1,300 

76  1,710 

46  1,470 

47  1,400 
58  1,188 

39  1,400 
53  960 

40  1,200 
40  1,212 


46   1,350 

5@  1,500 
24@  1,400 
41   1,300 

56   1,680 


60  1,440 

36  1,380 

32  1,272 

25f  .... 

31  1,080 

27  1,150 

27  1,100 

22  1,296 


46  1,200 

32  1,280 

8  1,100 

48  1,440 


950  104  $  900 

127  1,260 

75  1,200 

108  1,200 

12   1,440  77  1,440 


52  1,200 

37   1,200   ..    960  ..  1,080 

32  1,152   2  auto  eng.  91  1,162 

1,272 

20t  ....    9t  ....  57t  •••• 

30    960   12    960  49  960 


40   1,150 
40   1,100 


23   1,188 


341  $1,218  27  $  960   28  $  840 

384    900   

431'  1,200  ..   1,140      1,080 

303   1.200  76  1,100   24  1,000 

318   1,200  20  1,080    3    960 

422       ....        

1st®  1,440 
2nd®  1,320 
3rd®  1,200 

400*    1,200  ..      1,140       ..      1,080 

364      1,140       

207      1,152        

268     1,300  17     1.100      53     1,000 

195        900       

223      1,080       44        960       

200      1,152  234     1,116      15     1,044 


..    $1,020 
52        900 


5th  Grade  Firemen 
$960       18 

75       $800 

25         864 
No  pav 


1,060      $1  per  hr 


3@  1,380 


28     $2  per 
day 


8    $70  per 
math 


'Total  all  grades. 

(Firemen  detailed  at  salary  of  their  grade. 
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ncreased  Cost  Largely  Due  to  Salaries  Paid 

Thai  the  cost  of  operating  and  maintaining  San  Francisco's  fire  depart- 
u'lit  is  excessively  high  as  compared  with  the  cost  of  operating  and  maintain- 
og  fire  departments  in  cities  of  approximately  the  same  population  is  due  for 
he  most  part  to  the  increased  salaries  paid  employees  of  this  department  at 
ates  established  by  popular  vote  of  the  citizens  of  San  Francisco.  Without 
ommenting  upon  or  criticising  the  salary  schedule  of  the  department,  but 
terely  to  point  out  to  the  taxpayers  the  difference  in  salaries  paid  firemen  of 
he  various  cities  of  approximate  population,  the  following  table  was  pre- 
wired and  made  a  part  of  this  report: 

in  comparing  the  cost  of  operation  and  maintenance  of  the  fire  departments 
f  these  various  cities,  it  is  essential  that  the  difference  between  the  salaries 
»aid  the  firemen  be  given  careful  consideration  and  analysis.  That  this  be 
one  is  especially  important  in  view  of  the  fact  that  $1,392,661  of  the  total 
udget  allowance  of  $1,622,661  is  for  salaries.  In  this  connection,  it  is  inter- 
sting  to  note  by  way  of  comparison,  that,  if  the  city  of  San  Francisco  em- 
ployed only  the  same  number  of  uniformed  firemen  and  officers  as  the  city  of 
Buffalo,  it  would  cost  $200,000  a  year  more  for  San  Francisco's  department 
ban  the  Buffalo  department,  while  upon  the  same  basis  of  comparison,  San 
Yancisco's  fire  department  would  cost  approximately  $185,000  more  than  the 
ost  of  operating  Detroit's  tire  department,  $166,000  more  than  the  cost  of 
perating  Milwaukee's  department,  and  $147,000  more  than  the  cost  of  operat- 
lg  Los  Angeles'  department. 

Thus,  because  of  the  increased  number  of  employees  of  the  San  Francisco 
epartment  and  the  increased  rate  of  salaries  paid,  it  may  be  readily  seen  that 
le  greater  part  of  the  excessive  cost  by  comparison  with  other  cities  is  due 
)  the  amounts  paid  as  salaries. 

ihanges  in  Distribution  and  Assignment  of  Apparatus 
Which  Should  Be  Effected  at  Once 

To  reduce  the  cost  of  maintaining  the  fire  department  as  speedily  as  pos- 
ble,  it  is  recommended  that  the  three  monitor  batteries  be  placed  on  reserve 
t  the  corporation  yard  and  the  firemen  assigned  to  these  companies  be  placed 
l  active  service  with  other  companies.  To  take  the  place  of  the  monitor  bat- 
;ries,  it  is  recommended  that  as  speedily  as  possible  the  commissioners  cause 
le  hose  wragons  to  be  equipped  with  monitor  turrets.  These  are  inexpensive 
ad  can  be  attached  to  the  present  hose  wagons  with  little  difficulty  and  with- 
it  much  added  cost.  The  aim  of  the  commissioners  should  be  to  have  a  turret 
pon  practically  every  hose  wagon  at  least  in  the  congested  value  district.  A 
ance  at  the  table  showing  the  service  rendered  by  the  various  companies, 
lows  that  during  the  calendar  year  of  1915,  the  actual  time  in  service  of  the 
iree  monitor  batteries  was  as  follows : 

Monitor  Company  No.  1 — 6  hours,  55  minutes. 
(This  represents  work  at  three  fires.) 
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Monitor  Company  No.  2 — 4  hours. 

(This  represents  work  at  three  fires.) 
Monitor  Company  No.  3 — Performed  no  service  whatever  and  respond* 
to  but  62  alarms. 

The  remanding  to  active  duty  of  these  three  firemen  represents  a  savil 
to  the  city  of  $4,320  a  year. 

Two  Water-Tower  Companies  Are  Maintained  in  Service 

Until  recently  each  of  the  two  water-tower  companies  was  in  command  of 
captain  and  had  assigned  to  it  one  lieutenant  and  two  firemen.  During  tl 
course  of  the  survey,  the  captain  and  lieutenant  of  one  of  these  companies  we 
transferred  to  other  companies  and  two  firemen  left  in  charge  of  the  tower. 
study  of  the  service  reports  shows  that  neither  of  these  two  water-tower  coi 
panies  performed  any  service  whatever  during  the  calendar  year  1915,  althouj 
they  responded  to  alarms  as  follows : 

Company  No.  1,  104; 
Company  No.  2,     96. 

It  is  therefore  recommended  that  one  of  these  water  towers  be  placed  < 
reserve  and  only  summoned  at  such  times  as  there  is  need  for  two  towers. 

Moreover,  it  is  absurd  to  assign  officers  to  serve  in  charge  of  a  water  towij 
The  remaining  tower  should  be  commanded  by  two  firemen  and  while  in  <|UJ 
ters  should  be  under  the  supervision  and  care  of  a  captain  of  whatever  co> 
pany  quarters  it  may  be  housed  with.    When  in  the  field  in  operation  at  a  fil 
there  are  numerous  officers  to  command  the  operation  of  this  tower. 

Therefore,  by  placing  Water  Tower  No.  2  in  reserve  and  transferring  t 
captain  and  lieutenant  from  Tower  No.   1.  there  will  be  effected  a  saving 
the  department  in  salaries  of  $6,450. 


No  Need  for  Two  Fire  Boats 

A  study  of  waterfront  conditions  and  the  service  rendered  by  the  two  fi- 
boat  companies  indicates  that  ample  protection  could  be  afforded  the  waterfrct 
through  the  use  of  one  fire-boat  company. 

It  is  therefore  recommended  that  the  commissioners  consider  carefully  1? 
advisability  of  taking  one  of  the  fire  boats  out  of  service. 

Detailed  Firemen  should  Be  Assigned  to  Active  Duty 

All  of  the  firemen  detailed  to  service  other  than  fire  duty,  such  as  the  cle^ 
at  the  corporation  yard  and  the  clerks  in  the  main  office,  should  be  remand 
to  service  in  companies  and  in  their  place  civilian  clerks  obtained. 
this  respect  it  should  be  understood  that  firemen  whose  disability  is  such;s 
would  permit  them  to  perform  clerical  services  should  be  retained  in  this  dif 
rather  than  pensioned. 

The  captain  bookkeeper,  the  messenger,  and  additional  firemen  detailed  ' 
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the  office  of  the  commissioners  and  the  chief  should  be  remanded  to  active  fire 
service  forthwith.  A  civilian  clerk  should  be  employed  in  the  place  of  the 
bookkeeper.  The  secretary,  stenographer,  and  civilian  bookkeeper  and  one 
other  clerk,  with  the  assistance  of  the  disabled  fireman  now  performing  clerical 
service  in  the  office  of  the  commissioners,  constitute  a  force  that  is  ample  for 
the  maintenance  of  such  records  as  are  necessary  in  connection  with  the  fire 
department. 

Method  of  Purchasing  Hose  and  Apparatus 

A  careful  examination  of  the  methods  employed  by  the  present  board  of 
commissioners  in  the  purchase  of  supplies,  hose  and  apparatus  was  made.  It 
may  be  said  that  with  relation  to  the  purchase  of  apparatus  and  minor  sup- 
plies, every  care  is  taken  by  the  department  to  secure  the  best  prices  and  to 
protect  the  department  against  waste  in  purchases;  but  in  the  matter  of  pur- 
chasing hose,  while  the  department's  specifications  are  carefully  drawn,  never- 
theless they  do  not  call  for  a  laboratory  test  of  the  hose  nor  is  any  such  test 
oade.  Thus,  although  the  specifications  demand  that  a  definite  quantity  of 
oara  rubber  be  used  in  the  manufacture  of  the  hose,  no  laboratory  test  or  in- 
spection is  made  to  determine  whether  the  hose  delivered  is  constructed  in 
iccordance  with  the  specifications.  Tension  and  pressure  tests  are  made  in 
accordance  with  the  improved  methods  of  making  such  tests. 

It  is  therefore  recommended  that  the  board  of  commissioners  insist  upon 
I  laboratory  test  of  all  hose  purchased.  Should  the  laboratory  test  show  that 
f.he  hose  does  not  conform  to  specifications,  the  deliveries  should  be  rejected. 

There  is  a  splendidly  equipped  city  laboratory  operated  in  connection  with 
'he  board  of  public  works  at  which  such  tests  could  be  readily  made.  The 
lose  in  use  appears  to  be  of  a  good  quality  and  rendering  efficient  service. 
The  method  of  caring  for  the  hose,  inspecting  it,  and  the  annual  tests  are  all 
n  accordance  with  good  practice.  However,  it  is  recommended  that  all  hose 
vagons  and  trucks  be  equipped  with  jackets  to  use  as  emergency  appliances 
n  the  event  of  bursting  hose  at  fires.  These  jackets  or  clamps  are  inexpensive 
nd  there  are  a  number  of  different  makes  upon  the  market. 

The  work  of  the  firemen  in  the  delivery  of  hose  over  roofs  would  be  made 
nore  efficient  and  the  hose  would  be  furnished  better  protection  if  hose  rollers 
rere  used  upon  roofs.  Each  truck  company  should  be  equipped  with  hose 
oilers  and  the  company  commander  should  see  to  it  that  they  are  used  in  all 
nstances  where  hose  is  carried  across  sharp  ledges  such  as  cornices,  etc. 

?oo  Many  Steam  Engines  in  Use 

The  city  at  a  cost  of  millions  of  dollars  installed  a  high  pressure  water 
ystem.  In  connection  with  this  system  there  are  distributed  throughout  what 
i  known  as  the  high  pressure  zone,  located  principally  in  the  congested  value 
istrict  of  the  city,  889  high  pressure  hydrants.  Despite  the  fact  that  a  high 
ressure  system  reduces   the  need  of  portable   pumping  apparatus  in  a  fire 
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department,  San  Francisco  owns  and  operates  as  many  fire  engines  or  steamen 
as  it  did  before  the  installation  of  the  high  pressure  system.  In  fact,  when  thi 
department  is  in  service  at  fires  in  the  high  pressure  zone,  the  steam  engines 
are  connected  with  low  pressure  hydrants,  while  the  high  pressure  service  n 
not  used  at  all  except  in  rare  instances. 

During  the  fiscal  year  1914-15  there  were  2232  fires,  665  of  which  were 
extinguished  with  chemicals  and  1654  with  the  use  of  water  from  the  low 
pressure  hydrants  and  899  by  other  means,  while  bur  14  fires  were  extin- 
guished with  water  from  high  pressure  hydrants.  The  reason  alleged  by  tht 
department  for  not  using  the  high  pressure  service  is  that  the  water  drawr 
from  the  high  pressure  hydrants  is  purchased  on  a  meter  basis,  while  the  watei 
drawn  from  low  pressure  hydrants  is  paid  for  on  the  basis  of  an  anual  renta 
per  hydrants  whether  or  not  water  is  used.  ^Moreover,  it  is  contended  that 
the  use  of  the  high  pressure  hydrants  for  the  extinguishment  of  fires  in  dwell 
ings  and  small  structures  would  result  in  excessive  damage  to  property  be 
cause  of  the  high  pressure  of  the  water.  Both  of  these  contentions,  however 
are  erroneous  in  that,  in  the  first  place,  there  is  no  economy  involved  in  th< 
use  of  a  low  pressure  hydrant  for  the  reason  that  in  order  to  use  a  low  pressun 
hydrant  in  fire  extinguishment  it  is  necessary  to  maintain  and  operate  steani 
fire  engines  at  a  high  cost  and  also  to  pay  a  rental  charge  of  thirty  dollars  pe: 
year  for  the  hydrant  itself,  which,  because  of  the  installation  of  the  high  pressuni 
system,  should  usually  be  removed.  In  the  second  place,  with  a  proper  use  o 
reducing  valves,  the  pressure  furnished  at  a  high  pressure  hydrant  can  b 
reduced  from  the  maximum  to  zero  and  the  high  pressure  adequately  con 
trolled. 

Aside  from  the  question  of  expense  involved  in  retaining  in  use  a  wholb 
unnecessary  number  of  low  pressure  hydrants  in  the  high  pressure  zone,  thj 
department  should  not  continue  in  service  the  same  number  of  steamers  ami 
crews  to  operate  them  as  were  in  use  prior  to  the  installation  of  the  liigl 
pressure  system.     The  high  pressure  system  and  the  question  of  its  develop 
ment,  cost  of  operation,  and  recommendations  effecting  economies  with   rela 
tion  to  it,  will  be  found  fully  discussed  in  the  report  of  the  survey  of  the  boar* 
of  public  works,  but  it  is  necessary  to  point  out  in  this  report  that  the  numbel 
of  steam  fire  engines  retained  in  use  is  excessive  and  should  be  reduced.    Whil 
it  is  not  contended  that  all  of  the  steam  fire  engines  in  the  high  pressure  zon; 
should  be  abandoned  or  taken  out  of  service,  it  is  nevertheless  urged  that  th' 
number  be  reduced  and  that  only  sufficient  steamers  be  retained  in  the  use  o 
this  section  to  serve  as  "stand  bys"   or  emergency   relief  apparatus   in  th; 
event  of  a  breakdown  in  the  high  pressure  system.     The  number  of  steamer 
in  this  section  should  be  reduced  by  at  least  one-third  if  not  one-half.     More 
over,  the  steamers  which  do  respond  to  alarms  in  the  high  pressure  zone  shoul 
not  be  used  but  should  merely  remain  in  service  in  the  event  of  difficult^ 
being  experienced  with  the  high  pressure  system,  or  in  the  event  of  the  fir 
becoming  so  large  as  to  need  a  great  many  additional  streams,  thus  requirin 
the  use  of  whatever  low  pressure  hydrants  may  be  continued  in  this  zone. 
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As  a-  direct  answer  to  the  contentions  of  the  department  that  the  high 
pressure  system  cannol  be  used  in  the  extinguishment  of  ordinary  fires  because 
of  the  extreme  pressure  at  which  the  water  is  delivered,  it  might  be  said  that 
if  tliis  is  true  and  if  the  department  is  not  capable  of  reducing  this  pressure 
so  as  to  make  useful  the  high  pressure  system  for  fire  extinguishment,  then 
the  city  had  better  abandon  the  entire  system  and  regard  it  as  an  absolutely 
lost  investment.  If  the  department  finds  difficulty  in  operating  the  relief 
valves  which  arc  now  used  in  connection  with  the  high  pressure  system,  then 
tin  superintendent  of  engines  should  be  required  to  endeavor  to  secure  work- 
able reduction  valves.  One  of  the  mistaken  notions  in  connection  with  the  high 
pressure  system  is  that  the  system  is  an  auxiliary  system,  because  the  fact  is 
that  the  high  pressure  system  in  this  age  of  engineering  is  the  highest  develop- 
ment yet  achieved  in  the  matter  of  delivering  water  for  fire  extinguishment  and 
its  sole  aim  is  to  make  unnecessary  the  old  type  of  portable  fire  engines  by 
furnishing  adequate  pressure  at  the  hydrant  produced  either  by  a  gravity 
system  or  permanent  pumping  station. 

Combination  Chemical  Hose  Wagons  Should  Replace  Old 
Type  of  Chemical  Apparatus 

As  new  apparatus  is  purchased  it  is  suggested  that  combination  chemical 
hose  wagons  be  purchased  and  installed  to  replace  the  old  style  chemical  tanks 
now  in  service. 


Additional  Street  Signals  Should  Be  Installed 

Because  of  the  congested  condition  of  Market  Street,  it  would  facilitate  the 
prompt  delivery  of  apparatus  if  additional  fire  gongs,  similar  to  those  now  in 
use.  were  installed  at  the  more  congested  points  on  this  thoroughfare.  More- 
over, the  adoption  of  an  ordinance  establishing  what  are  known  as  "fire 
streets"  and  requiring  all  cars  to  stop  at  the  near  side  is  recommended. 

Corporation  Yard 

For  the  repair  of  apparatus,  the  inspection  of  steamers,  the  instruction  in 
die  handling  and  care  of  automobile  equipment,  and  the  repair  of  same,  there 
is  maintained  a  department  repair  shop  which  is  called  the  "corporation 
yard."  The  superintendent  of  engines,  who  receives  an  annual  salary  of 
£2700  a  year,  is  in  immediate  charge  of  the  corporation  yard.  At  this  yard 
:here  are  employed  a  total  of  fifty-four  employees,  thirty-five  of  whom  are 
employed  on  a  per  diem  basis,  ten  on  an  annual  salary,  and  nine  firemen  of 
various  ranks  detailed.  The  salaries  paid  the  employees  of  this  yard  amount 
,:o  more  than  $6000  a  month,  or,  for  example,  during  the  month  of  June  of 
he  current  year,  $6,348.  The  employees  of  the  yard  and  their  salaries  are 
is  follows: 
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1  Superintendent  of  engines  $2,700.00  a  year 

1  Clerk  of  commissary   1,800.00  a  year 

8  Machinists  (10  provided  for)    4.50  per  diem 

1  Draftsman    1,500.00  per  year 

5  Blacksmiths    4.50  per  diem 

5  Blacksmiths'  helpers    3.75  per  diem 

1  Woodworker  foreman    5.00  per  diem 

1  Woodworker    4.50  per  diem 

1  Pattern   maker    5.25  per  diem 

2  Boiler  makers    4.50  per  diem 

2  Boiler  maker   helpers    3.25  per  diem 

1  Steam  fitter   6.50  per  diem 

1  Carriage  wagon  painter  foreman 5.00  per  diem 

3  Journeyman  painters   4.50  per  diem 

1  Foreman  of  harness  shop  5.00  per  diem 

3  Journeyman  harness  makers   4.25  per  diem 

1  Brass  finisher   4.50  per  diem 

4  Watchmen    1,200.00  per  year 

3  Draymen 1,200.00  per  year 

1  Fire  department  captain,  detailed  as  inspector  of 

apparatus  and  equipment    1,860.00  per  year 

1  Fire    department    stocker,    detailed    as    clerk    to 

superintendent   (disabled)    1,440.00  per  year 

1  Fire  department  engineer,  detailed  in  charge   of 

hose  repairs   1,680.00  per  year 

1  Fireman  detailed  as  assistant  commissary 1,440.00  per  year 

1  Fire  department  stocker,  detailed  as  storekeeper 

(disabled)    1,440.00  per  year 

1  Fireman  detailed  to  clerical  work 1,440.00  per  year 

1  Fire   department  lieutenant  detailed  in  charge  of 

auto  school  1,710.00  per  year 

2  Firemen  detailed  to  auto  school 2,880.00  per  year 

For  purposes  of  administration,  the  organization  of  the  corporation  yard 
is  divided  into  the  following  units: 

Machine  shop 
Wood  shop 
Blacksmith  shop 
Brass  shop 
Boiler  shop 
Steam-fitting  division 
Paint  shop 
Harness  shop 
Commissary  department 
Hose  repair 
Auto  school 

All  Repairs  Not  Made  In  Shop 

While  a  majority  of  the  repair  work  is  done  at  the  corporation  yard, 
nevertheless,  considerable  work  is  performed  under  contract  out  of  the 
machine   shop   with   private   concerns.      Although   some   minor   equipment   is; 
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manufactured   at   the   shop,   no   new    apparatus   is   built   there,  nor  new  con- 
struction work  performed. 

Approximately  seventy-eight  thousand  dollars  a  year  is  paid  in  salaries  to 
tin  employees  of  the  corporation  yard  or  repair  shop.  Thus,  without  con- 
sidering at  all  the  cost  of  material  purchased  in  connection  with  the  repairs 
of  apparatus  and  equipment,  and  the  amount  expended  for  repairs  which 
are  made  under  contract  with  private  concerns,  seventy-eight  thousand  dol- 
lars a  year  is  an  excessive  amount  to  expend  for  the  repair  of  fire  department 
apparatus  for  the  amount  of  apparatus  in  use. 

There  is  appropriated  in  addition  to  the  moneys  for  salaries  of  the 
employees  in  the  corporation  yard,  one  hundred  and  fifty  thousand  dollars, 
for  what  is  termed  in  the  hudget,  "fire  department  maintenance."  Out  of 
this  fund  are  purchased  the  forage,  coal  and  wood,  oil,  general  household 
supplies,  water  and  materials  used  in  the  repair  to  apparatus.  More  than 
fifty  thousand  dollars  of  this  fund  is  expended  annually  for  materials  for 
repairs  and  for  work  done  upon  apparatus  by  private  contractors.  Thus, 
a  conservative  estimate  of  the  cost  of  repairs  to  apparatus  would  be  one 
Hundred  and  twenty-five  thousand  dollars  a  year,  which  is  excessively  high. 

That  the  fire  department  is  required  to  expend  this  sum  for  repairs  to  its 
apparatus  is  primarily  due  to  two  reasons:  first,  the  vast  amount  of  apparatus 
damaged  within  the  year  by  collisions  and  breakdowns,  and,  second,  by  the 
unnecessarily  large  amount  expended  in  salaries  annually  at  the  corporation 
yard.  While  it  was  not  possible  in  the  short  time  in  which  the  survey  was 
made  to  make  a  detailed  analysis  of  the  work  performed  at  the  shops  and  a 
detailed  comparison  of  the  cost  of  same  as  compared  with  the  cost  of 
similar  work  by  private  contract,  a  casual  observation  and  analysis  of  such 
records  as  were  available  show  that  the  number  of  persons  employed  at  the 
corporation  yard,  namely,  54,  is  far  in  excess  of  what  would  be  employed 
by  a  private  corporation  performing  the  same  amount  of  service. 

Method  of  Paying  Per  Diem  Employees  Defective 

Moreover,  the  plan  upon  which  the  per  diem  employees  are  paid  results 
in  creating  this  excessive  cost  of  the  repair  shop.  The  per  diem  employees 
are  paid  on  the  basis  of  314  days  per  year,  which  means  that  they  receive 
payment  for  holidays,  full  pay  on  Saturday,  although  the  yards  close  down 
at  12  o'clock,  and  for  absences  due  to  illness,  and  are  allowed  an  annual 
vacation  of  fifteen  days  with  full  pay. 

The  difference  between  an  economical  management  of  a  repair  shop  as  in 
the  commercial  world,  and  the  management  of  the  corporation  yards  is  that 
the  privately  maintained  machine  shops  employ  only  the  number  of  men 
actually  necessary  to  perform  the  work  contracted  for  and  as  the  amount 
of  work  decreases  the  number  of  employees  correspondingly  decreases,  while 
at  the  corporation  yards  the  number  of  employees  remains  the  same,  whether 
or  not  there  is  sufficient  work  to  keep  them  all  busy.    Although  these  em- 


318  San  Francisco 

ployees  are  retained  on  a  per  diem  basis,  which  means  that  they  should  only 
be  employed  when  there  is  work  to  be  performed,  the  superintendent  of 
engines  for  some  reason  feels  that  it  is  not  within  his  province  to  reduce  his 
force  in  accordance  with  the  needs  of  the  shop. 

Overtime  Allowed 

Notwithstanding  that  the  employees  of  this  yard  are  paid  for  holidays, 
Saturday  afternoons  and  during  absences  upon  sick  leave,  and  that  they  are 
kept  on  the  roll  continuously  during  the  year  without  lay-offs,  and  are 
allowed  an  annual  vacation  of  fifteen  days  with  full  pay,  the  department 
allows  payment  for  overtime.  While  it  is  true  that  they  are  not  paid  in 
cash,  they  are  nevertheless  allowed  two  hours  off  for  every  hour  overtime 
in  accordance  with  the  union  schedule.  An  interesting  illustration  which 
perhaps  would  serve  to  explain,  in  a  small  way,  the  excessive  cost  of  main- 
taining the  corporation  yard  as  against  the  cost  of  similar  work  under 
private  control,  may  be  found  in  the  case  of  one  employee  who  was  paid 
full  time  for  absence  of  over  a  month,  and  at  the  same  meeting  of  the 
board  at  which  he  was  allowed  this  salary  the  employee  also  received  pay- 
ment for  having  worked  one  hour  overtime. 

As  shown  in  the  above  table,  there  are  employed  at  the  corporation  yard 
four  harness  makers,  one  of  whom  is  designated  as  a  foreman.  The  same 
number  of  harness  makers  was  employed  in  the  department  during  the 
period  when  all  of  the  apparatus  was  horse  drawn.  Thus,  although  prac- 
tically one-third  of  the  apparatus  has  been  motorized  and  naturally  the  need 
for  harness  repairs  reduced  by  one-third,  the  same  number  of  harness  makers 
is  retained  in  the  service. 

Inefficiency  of  Drivers  Responsible  for  Accidents 

That  there  is  an  unusually  large  number  of  accidents  to  apparatus  is 
shown  by  the  record.  The  reason  for  the  unusually  large  number  of  break- 
downs is  attributed  by  the  department  to  the  grades  and  defective  pave- 
ments. While  it  is  unquestionably  true  that  much  of  the  damage  to  the 
apparatus  is  due  to  the  steep  grades  of  the  streets  and  the  defective  pave- 
ments in  some  sections  of  the  city,  it  is  equally  true  that  most  of  the 
collisions  and  many  of  the  breakdowns  are  due  to  the  lack  of  training  and 
inefficiency  of  those  detailed  as  chauffeurs  and  drivers. 

Auto  School  Maintained 

A  lieutenant  and  two  firemen  are  detailed  to  the  corporation  yards  for 
the  purpose  of  maintaining  an  auto  school  and  as  an  emergency  repair  crew. 
Members  of  the  department  desiring  to  serve  as  chauffeurs  are  given  in- 
struction at  the  auto  school.  That  many  of  the  chauffeurs  already  in  the 
service  are  much  in  need  of  proper  training,  not  only  in  driving  but  in  the 
repair  and  maintenance  of  the  machines,  is  conceded.    The  plan  of  operating 
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this  school,  however,  docs  not  meel  the  requirements  of  the  department. 
It  would  be  far  more  efficienl  it'  the  department  would  retain  an  experienced 
automobile  engineman  for  a  certain  period  to  conduct  regular  classes  in 
auto  instruction  which  would  be  attended  not  only  by  those  desiring  to  serve 
as  chauffeurs  but  by  practically  every  member  of  the  department  in  turn. 
If  it  is  found  undesirable  to  engage  an  expert  to  conduct  this  course,  it  is 
recommended  that  an  arrangemenl  be  made  with  some  of  the  local  auto- 
mobile schools  to  provide  for  the  regular  instruction  of  the  drivers  and  those 
contemplating  assignment  to  this  work.  There  can  be  no  question  but  that 
such  a  service  could  be  obtained  at  less  cost  to  the  department  than  the 
present  cost  of  maintaining  the  automobile  school  at  the  corporation  yards. 
If  the  men  were  properly  trained  it  would  be  unnecessary  to  maintain  an 
emergency  crew,  since  the  drivers  could  make  all  minor  repairs  to  their 
machines,  and  in  the  event  of  there  being  need  for  emergency  supplies  they 
could  be  despatched  from  the  corporation  yards.  All  major  repairs  to 
automobiles  are  now  made  by  contract  and  not  by  the  emergency  crew  at 
the  corporation  yards. 

Need  For  Detailed  Study  of  Repair  Shop 

The  cost  of  maintaining  the  repair  service  in  the  fire  department  is  so 
excessive  that  it  is  imperative  that  the  commissioners  cause  to  be  made  at 
once  a  scientific  study  of  this  branch  of  the  service  for  the  purpose  of 
determining  whether  or  not  the  repairs  to  the  apparatus  could  be  more 
economically  performed  either  by  private  contract  or  through  a  central 
repair  service  for  the  city. 

Further  discussion  of  the  general  situation  with  regard  to  the  city  repair 
shops  will  be  found  in  the  report  of  the  survey  of  the  board  of  public  works, 
but  it  is  essential  that  attention  be  called  in  this  report  to  the  need  of  an 
investigation  of  the  corporation  yards.  Such  comparisons  as  have  been 
made  by  the  superintendent  of  engines  show  that  certain  kinds  of  work  per- 
formed at  the  corporation  yards  can  be  performed  under  private  contract 
at  a  considerably  lowrer  figure.  Moreover,  pending  such  an  investigation, 
there  should  be  effected  forthwith  an  economy  in  the  management  of  this 
service  by  an  immediate  reduction  in  the  staff.  The  staff  of  harness  makers 
could  be  reduced  by  one,  if  not  twro,  immediately.  Even  with  but  a  casual 
study  of  this  yard  it  wras  apparent  that  the  number  of  machinists  and 
blacksmiths  is  excessive,  and  it  is  therefore  recommended  that  the  force  of 
blacksmiths  be  reduced  to  four  blacksmiths  and  four  blacksmith  helpers, 
thus  dispensing  with  the  services  of  one  blacksmith  and  his  helper.  The 
number  of  machinists  should  be  reduced  to  six. 

In  connection  with  the  machinists,  provision  has  been  made  in  the  present 
budget  for  increasing  this  staff  from  eight  to  ten.  Why  this  increase  has 
been  made  when  it  is  the  honest  opinion  of  most  of  the  bureau  heads  in  the 
department  of  fire  that  the  staff  at  the  corporation  yards  is  already  too  large 
is  difficult  to  understand.     If  the  management  of  the  corporation  yard  were 
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placed  upon  a  business  basis  and  only  the  actual  number  of  men  needed 
employed,  it  would  then  be  permissible  to  allow  for  the  number  of  machinists 
to  be  increased  to  ten  as  the  work  warranted,  but  to  increase  this  staff  as  a 
permanent  force  from  eight  to  ten  is  a  positive  extravagance. 

As  a  preliminary  step  in  the  investigation  of  this  branch  of  the  service, 
the  board  of  commissioners  should  instruct  the  superintendent  of  engines  to 
make  a  detailed  study  and  a  comprehensive  report  as  to  his  views  with 
regard  to  the  methods  to  be  employed  in  the  hiring  and  discharging  of  em- 
ployees in  the  yard.  He  should  be  required  to  make  such  investigations  as 
would  reveal  to  the  commission,  job  by  job,  a  comparison  of  the  cost  at  the 
repair  shop  as  compared  with  the  cost  if  performed  under  contract.  This 
report  should  furnish  the  basis  of  an  investigation  by  some  impartial 
mechanical  engineer. 

Attention  is  called  to  the  fact  that  the  staff  of  painters,  which  consists 
of  four,  one  of  whom  is  designated  as  foreman,  with  a  higher  salary  than  the 
other  three,  is  excessively  large.  The  needs  of  the  department  do  not  war 
rant  employing  four  painters  and  therefore  it  is  recommended  that  this 
force  be  reduced  to  two. 

As  an  illustration  of  the  increased  cost  of  maintaining  this  repair  shop 
over  privately  controlled  and  managed  shops  may  be  cited  the  fact  that  for 
watchman  service  alone  there  is  expended  $6000  a  year. 

The  Legal  Status  of  Employees  at  Corporation 
Yard  Should  Be  Established 

Due  to  certain  interpretations  of  the  charter  and  varied  understandings 
of  the  law,  the  legal  standing  of  a  number  of  employees  at  the  corporation 
yard  is  somewhat  in  doubt.  Some  of  the  employees  contend  that  they  are 
regular  members  of  the  fire  department,  and  as  such,  entitled  to  all  the' 
benefits,  particularly  with  reference  to  pensions,  although  it  is  interesting  to 
note  in  this  connection  that  while  claiming  pension  benefits  as  members,  they 
retain  the  privileges  as  to  number  of  working  hours  per  day,  vacations  and 
holidays  that  apply  only  to  non-uniformed  employees.  At  any  rate,  as  a 
protection  to  the  pension  fund  and  for  purposes  of  having  a  clearly  defined 
understanding  of  the  legal  status  of  these  employees,  it  is  recommended  that 
the  board  of  commissioners  apply  to  the  city  attorney  for  an  opinion  setting 
forth  the  status  of  these  employees  with  relation  to  pensions.  Upon  receipt  of 
this  opinion  the  board  of  commissioners  should  then  take  such  steps  as  will 
remove  from  the  corporation  yard  to  active  fire  service  such  employees  as  are 
declared  to  be  members  of  the  uniformed  force. 

Detailed  Firemen  Should  Be  Remanded  to  Active  Service 

There  are  detailed  to  the  corporation  yard  nine  members  of  the  uniformed 
force,  two  of  whom  are  disabled.  In  the  interest  of  efficiency,  it  is  reconi' 
mended  that  all  of  these  firemen,  with  the  exception  of  those  who  are  dis- 
abled, be  remanded  to  active  fire  service. 
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Position  of  Draftsman  in  the  Fire  Department 
Should  Be  Abolished 

There  is  employed  at  the  corporation  yard  a  draftsman,  who  receives  fifteen 
hundred  dollars  a  year.  1 1  i »  principal  work  consists  of  making  drawings  in 
ponnection  with  the  specifications  for  new  apparatus.  The  board  of  public 
works  maintains  a  well-equipped  division  of  draftsmen  mid  is  amply  equipped 
To  perform  any  services  in  connection  with  the  drawing  of  plans,  etc.,  as  may 
be  needed  from  time  to  time  by  the  fire  department.  There  is  not  sufficient 
work  of  this  kind  in  connection  with  the  fire  service  to  warrant  the  department 
employing  a  draftsman  during  the  entire  year.  Moreover,  much  of  the  work 
which  this  draftsman  is  now  doing  is  wholly  unnecessary,  since  the  bids  are 
made  and  should  be  made  upon  the  regular  specifications  requiring  the  bidders 
to  furnish  detailed  drawings  such  as  are  termed  "working  drawings". 

Therefore,  it  is  recommended  that  the  position  of  draftsman  in  the  fire 
department  be  abolished. 

Unit  Cost  Records  Should  Be  Installed 

While  the  superintendent  of  engines  is  to  be  commended  for  the  manner  in 
which  he  maintains  the  records  at  the  corporation  yard  and  his  endeavors  to 
establish  a  unit  cost  system,  ye1  attention  is  called  to  the  fact  that  the  system 
as  at  present  maintained  does  not  provide  a  complete  unit  cost  accounting. 
Moreover,  the  records  in  connection  with  repairs  should  not  be  maintained  at 
the  corporation  yard.  All  records  affecting  the  department  should  be  main- 
tained at  the  central  office  under  the  direction  and  supervision  of  the  secre- 
tary of  the  board.  The  two  disabled  firemen  who  are  maintaining  records  at 
the  yard  should  be  transferred  to  the  central  office  as  a  part  of  its  clerical 
force.  The  superintendent  should  install  a  s3Tstem  of  job  tickets  and  time 
reports  which  would  be  prepared  at  the  corporation  yard  and  forwarded  to 
the  central  office  each  day.  From  these  job  tickets  and  time  reports  the  secre- 
tary of  the  fire  board  should  cause  to  be  maintained  the  cost  accounting  system. 
Thus,  instead  of  keeping  books  at  the  corporation  yard,  the  superintendent 
would  each  day  forward  to  the  secretary  of  the  board,  through  official  channels, 
the  job  tickets  and  time  reports. 

Care  of  Horses 


For  the  care  of  the  horses  there  are  employed — 

1  Superintendent    of   horses $1,860  per  year 

1  Veterinary   surgeon    1,200 

1  Fireman  detailed  as  assistant  superintendent 1,440 

1  Foreman  of  horseshoers  @  $5  per  diem 1,570 

3  Horseshoers  @  $5  per  diem 4,710 

9  Hostlers  @  $1,200  per  year 10,800 

The  department  owns  307  horses,  70  of  which  are  housed  at  the  department 
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stables.     The  remainder  are  assigned  to  the  various  fire  companies.     Thus  for 
the  care  of  horses  there  is  expended,  annually,  $21,580.00. 

An  examination  of  the  records  shows  that  the  cost  of  caring  for  horses  and 
the  number  of  employees  engaged  in  this  work  are  the  same  today  as  before 
the  department  purchased  and  installed  its  motor  apparatus.  In  other  words, 
notwithstanding  that  the  department  is  now  one-third  motorized,  there  are 
employed  as  many  men  to  care  for  the  horses.  For  the  care  of  seventy  horse! 
at  the  department  stables,  there  are  employed  nine  hostlers.  Two  of  thest 
hostlers  serve  as  watchmen,  one  is  employed  in  taking  the  horses  from  the 
fire-houses  to  the  barn  to  be  shod,  one  is  in  charge  of  the  hay,  and  five  take 
care  of  the  horses  and  the  stable.  The  force  employed  for  the  care  of  horses  is 
extravagantly  and  unnecessarily  large.  The  force  of  horseshoers  should  be 
reduced  to  three  and  the  hostlers  from  nine  to  five. 

Department  Maintains  Too  Many  Horses 

For  a  department  which  is  one-third  motorized,  too  many  horses  are  main- 
tained.    The  board  of  commissioners  should  cause  to  be  sold,  or  transferred  to  j 
other  departments  as  speedily  as  possible,  all  horses  not  actually  needed  for  | 
fire  service,  and  the  number  should  be  reduced  to  the  minimum. 

Even  with  the  large  number  of  hostlers  employed,  the  stables  were  found 
to  be  unclean  and  in  exceptionally  poor  condition. 

Provision  Should  Be  Made  to  Furnish  Shelter 
For  Vehicles 

No  room  is  provided  for  the  storage  of  department  vehicles  at  the  depart- 
ment stables.  The  wagons  are  left  outdoors  continuously  and  exposed  in  all  | 
weathers.  Provision  should  be  made  as  speedily  as  possible  to  furnish  room  in 
which  to  store  these  vehicles.  The  department  owns  a  number  of  vehiclea 
which  are  no  longer  used.  These  should  be  disposed  of  as  promptly  as  pos- 
sible, as  they  depreciate  in  value  constantly  because  of  deterioration. 

Horse  Records  Incomplete 

While  the  superintendent  maintains  an  informal  record  of  the  department's 
horses,  the  information  contained  in  it  is  not  sufficiently  complete.     It  is  recom- 
mended that  a  card  record  be  substituted  for  the  present  record  and  that  a  , 
detailed  history  of  each  horse  as  to  illnesses  and  time  in  and  out  of  service  be 
recorded. 

The  Veterinary  Surgeon  Maintains  No  Formal  Records 

The  veterinary  surgeon  files  a  monthly  report  which  is  entirely  too  general 
in  character  to  be  of  statistical  value.  It  is  recommended  that  the  surgeon 
be  required  to  file  monthly  a  report  which  will  show  detailed  information  con- 
cerning his  work,  including  a  list  of  horses  treated  by  him  during  the  month. 
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the  number  of  visits  in  each  case,  the  cause  of  illness  of  the  horse,  the  dura- 
tion of  tlic  illness  and  such  other  information  as  will  enable  the  board  to  main- 
tain proper  statistical  records  in  connection  with  the  health  of  the  horses. 

Position  of  Clerk  of  the  Commissary 

The  minor  supplies  are  under  the  control  of  a  clerk  of  the  commissary 
who  receives  an  annual  salary  of  $1,800.  This  position  is  provided  for  by 
charter.  The  supplies  used  by  the  fire  department  over  which  the  clerk  of  the 
Commissary  has  control  are  not  sufficient  in  amount  or  kinds  to  warrant  the 
establishment  of  a  position  with  a  salary  of  $1,800  per  year.  The  supervision 
of  supplies  should  he  under  the  direction  of  the  head  of  the  corporation  yard 
and  for  the  purpose  of  maintaining  the  records  in  connection  with  supplies  and 
their  distribution  a  disabled  fireman  should  be  assigned.  It  is,  therefore, 
recommended  that  the  position  of  clerk  of  the  commissary  be  abolished  by 
charter  amendment  and  that,  pending  such  amendment,  should  a  vacancy 
occur  no  appointment  to  fill  the  position  should  be  made. 

No  Need  for  General  Foreman  at  Corporation  Yard 

In  the  budget  for  the  present  year,  provision  was  made  for  the  establish- 
ment of  the  position  of  general  foreman  at  the  corporation  yard  and  the  salary 
fixed  at  $1,800  per  year.  It  should  be  needless  to  point  out  that  with  the  exces- 
sive cost  of  management  of  this  yard  and  the  payroll  too  high  as  it  is,  to  add 
to  this  payroll  is  but  to  burden  the  taxpayers  unnecessarily  by  increasing  the 
already  high  cost  of  fire  protection.  Each  small  group  of  mechanics  in  the 
yard  is  already  supplied  with  a  foreman.  The  whole  corporation  yard  is 
under  the  supervision  of  a  superintendent  of  engines  who  should  be  able  to 
supervise  the  entire  work  of  this  branch  of  the  service  without  the  necessity 
of  employing  a  general  foreman.  Therefore,  it  is  recommended  that  the  board 
of  fire  commissioners  refrain  from  asking  the  supervisors  to  establish  this  posi- 
tion and  that  this  money  be  saved  to  the  taxpayers. 

Fire  Alarm  and  Telegraph 

The  fire  alarm  and  telegraph  system  is  a  separate  branch  of  the  government 
and  is  under  the  control  of  the  boards  of  police  and  fire.  The  signal  systems 
of  the  police  and  fire  departments  are  installed  and  maintained  by  the  depart- 
ment of  electricity.  The  head  of  this  department  is  a  competent  electrical 
engineer  who  is  performing  valuable  services  to  the  city,  who  has  a  thorough 
understanding  of  the  fire  alarm  and  telegraph  system,  and  maintains  this  sys- 
tem on  a  most  efficient  basis. 

Equipment 

The  division  is  equipped  with  a  manually  operated  office  system  which  is 
in  excellent  condition  and  efficiently  operated.     The  central  fire  alarm  station, 
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in  which  are  housed  the  switchboard  and  operating  instruments,  is  a  "Class  A" 
building  and  is  isolated  in  Jefferson  Square.  The  department  is  to  be  com- 
mended upon  the  splendid  central  fire  alarm  station,  which  is  perhaps  as  effi- 
ciently equipped  and  maintained  as  any  in  the  United  States. 

Fire  Alarm  Boxes 

There  are  distributed  throughout  the  city  684  fire  alarm  boxes.  In  the 
congested  value  district  the  boxes  are  located  from  900  to  1000  feet  apart;  in 
the  residential  district  they  are  approximately  1400  feet  apart;  while  in  the 
outlying  districts  they  are  approximately  2400  feet  apart.  Of  the  boxes  now  in 
service  there  are — 

Department   of   electricity 406 

Old  California  boxes 155 

New  Gamewell  non-interfering  boxes 54 

Old  Gamewell  plain  boxes 42 

Chester  boxes    11 

United   States   boxes 6 

Star   non-interfering   boxes 5 

Foote-Pierson  non-interfering  boxes 3 

Municipal  boxes   2 

There  are  kept  on  hand  at  the  shops  as  relief  boxes,  the  following: 

Department  of  electricity  box 1 

Old   California  box 1 

Old  plain  Gamewell  box 1 

Old  plain  Gamewell  non-interfering  box 1 

The  number  of  fire  alarm  boxes  in  service  is  insufficient.  The  distance 
between  boxes  in  the  congested  value  district,  as  well  as  in  the  residential 
and  outlying  districts,  is  much  too  long  to  provide  for  the  proper  alarm  service. 

During  the  present  year  there  will  be  installed  at  least  one  hundred  and 
twenty-five  additional  boxes  and  some  of  the  older  type  of  boxes  will  be  replaced 
with  the  new  department  of  electricity  boxes.  All  of  the  new  boxes  manu- 
factured in  the  department  shop  are  of  the  plain  interfering  type.  They  are 
equipped  with  double  platinum  brake  and  flush  door  with  key  attached  under 
glass  key  guard.  The  newer  boxes  are  being  equipped  with  lightning  arrester 
and  are  designed  to  withstand  a  rupturing  potential  of  3000  volts.  The  mech- 
anism and  the  outer  and  inner  cases  are  grounded.  It  is  planned  by  the 
department  to  design  and  manufacture,  as  speedily  as  possible,  a  box  of  the 
non-interfering  type.  All  of  the  boxes  are  painted  red  but  the  method  of 
lighting  the  boxes  at  present  is  most  defective  in  that  many  different  forms  of 
lighting  are  used.  In  some  instances  a  red  circle  is  painted  on  the  arc  light 
nearest  the  fire  alarm  box.  This  may  be  within  ten  feet  of  the  box  or  it  may 
be  on  the  opposite  corner.  The  department  is  experimenting  at  present  with 
a  pedestal  for  alarm  boxes,  upon  the  top  of  which  there  is  located  a  red  signal 
light.  The  design  of  this  post  may  be  said  to  be  defective  because  the  light  is 
not  sufficiently  high  above  the  box  to  serve  as  a  plain  indication  of  its  location. 
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Horeover,  the  type  of  globe  used  is  too  small  to  give  adequate  light  for  the 
operation  of  the  box. 

It  is  recommended  that  the  department  adopt  a  uniform  system  of  lighting 
the  fire  alarm  boxes  and  that  this  system  provide  for  the  light  immediately 
above  all  of  the  boxes  and  arranged  in  such  a  manner  as  not  only  to  serve  as 
an  indication  to  the  public  of  the  location  of  the  box,  but  likewise  to  afford 
sufficient  light  to  enable  it  to  be  operated  without  difficulty. 

Hospitals,  school  houses  and  other  public  places  of  assemblage  are  not 
equipped  with  regulation  fire  alarm  boxes  but  for  the  most  part  have  only  a 
rented  or  auxiliary  service  box.  It  is  recommended  that  all  hospitals,  schools, 
hotels  and  lodging  houses  be  required  to  install  a  regular  city  service  box,  and 
that  the  owners  thereof  be  required  to  pay  to  the  city  the  cost  of  installation 
and  maintenance. 

Telephone  Alarms  Should  Be  Treated  as  Box  Alarms 

Under  the  present  system  alarms  of  fire  received  over  the  telephone  result 
in  the  sending  of  an  amount  of  apparatus  different  from  what  would  be  sent 
if  the  alarm  were  received  over  a  box  circuit.  The  messages  are  received  by 
tlu  telephone  switchboard  operator  and  are  then  switched  over  to  the  alarm 
distributor.  This  operator  asks  the  person  reporting  the  fire  to  give  the  loca- 
tion and  sends  the  nearest  company  in  response.  This  is  a  practice  long  since 
condemned  by  those  who  have  considered  the  management  of  fire  departments, 
as  dangerous  and  inefficient. 

If  it  is  wise  and  necessary  to  prepare  a  runuing  card  for  the  distribution 
of  apparatus  in  response  to  alarms,  it  is  equally  wise  and  necessary  that  the 
same  running  card  apply  to  alarms  received  by  telephone.  The  delay  caused 
by  failure  to  send  adequate  apparatus  in  response  to  a  telephone  alarm  can 
easily  result  in  loss  of  life  or  iu  an  excessive  loss  of  property. 

It  is  therefore  recommended  that  all  telephone  alarms  be  handled  in  the 
same  manner  as  if  received  from  a  box,  resulting  in  the  same  amount  of  appa- 
ratus being  sent.  The  operator  can,  however,  take  advantage  of  the  informa- 
tion given  over  the  telephone  as  to  the  actual  location  of  the  fire  by  announcing 
the  location  to  the  nearest  company. 

Members  of  the  Department  Should  Not  Be  Permitted 
the  Use  of  Telephones  for  Private  Calls 

The  telephone  arrangement  at  the  central  alarm  station  with  regard  to 
the  receiving  of  fire  alarms  over  the  telephone  is  defective.  Persons  desiring 
to  notify  the  fire  department  of  a  fire  by  telephone  are  required  according 
to  the  telephone  company's  rules  to  ask  for  Park  8000.  As  a  slight  con- 
venience, the  telephone  company  places  this  number  on  the  cover  of  its 
directory.  It  should  not  be  necessary  for  any  person  to  look  for  or  be 
required  to  give  to  the  telephone  company  an  exchange  number  in  order 
to  report  a  fire,  but  he  should  merely  inform  the  operator  to  connect  with 
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the  fire  department.  The  telephone  company  should  be  requested  to  keep 
one  traffic  line  reserved  at  all  times  for  the  despatching  of  alarms  of  fire  to 
the  central  alarm  station.  These  lines  should  be  connected  directly  with  the 
desk  of  the  operator  who  transmits  the  alarms  and  should  not  pass  through 
the  switchboard  at  all.  It  will  not  be  necessary  to  install  any  additional 
trunk  lines  if  the  telephone  service  of  the  department  is  limited  to  fire  busi- 
ness only. 

The  greater  part  of  the  time  of  the  telephone  switchboard  operators  at 
the  central  station  is  consumed  in  furnishing  connections  to  the  firemen  at 
the  fire  houses  for  personal  and  private  business.  It  should  be  remembered 
that  the  telephone  lines  of  the  fire  department  at  all  of  its  branches  are 
distinctly  a  part  of  its  alarm  system  and  there  is  no  more  reason  why  a 
member  of  the  department  should  be  permitted  to  use  these  wires  for  per- 
sonal calls  than  there  would  be  for  him  using  the  Morse  key  in  an  alarm 
box  for  this  purpose.  During  the  course  of  the  survey,  in  a  number  of  in- 
stances, firemen  were  observed  holding  long  and  frivolous  conversations  ovei 
the  telephone  at  fire  stations.  In  one  instance,  the  conversation  lasted  seven 
minutes,  during  which  time  this  wire  was  necessarily  placed  out  of  com  mis- 
sion so  far  as  the  regular  business  of  the  department  was  concerned. 

It  is  therefore  recommended  and  urged  that  the  board  of  commissioners 
adopt  a  rule  prohibiting  the  use  of  the  department  telephone  wires  for  per- 
sonal business.  If  this  is  done,  it  will  be  possible  without  any  additional 
expense  to  maintain  two  trunk  lines  for  the  receipt  of  telephone  fire  alarms 
at  the  central  station. 

It  is  suggested  that  the  superintendent  of  electricity  communicate  with 
the  superintendent  of  the  fire  alarm  and  telegraph  service  of  Buffalo  and 
obtain  from  him  a  description  of  the  light  equipment  in  use  in  that  depart- 
ment as  an  indicator  of  telephone  alarms. 

Three  Operators  Sufficient  for  Telephone  Board 

The  cost  of  operating  the  telephone  service  in  connection  with  the  fire 
department  could  be  reduced  if  three  operators  were  retained  instead  of 
four.  The  fourth  operator  serves  as  relief  operator.  The  telephone  operators 
work  on  eight-hour  shifts.  There  is  no  need  of  having  the  telephone  operator 
at  the  board  between  the  hours  of  12  a.  m.  and  8  a.  m.  The  telephone  busi- 
ness during  this  period  could  be  handled  by  the  alarm  operators  who  are  on 
duty.  Especially  would  this  be  true  if  the  two  trunk  lines  referred  to  above 
were  connected  directly  with  the  desk  of  the  operator  transmitting  alarms. 

Records  Efficiently  Maintained 

The  records  maintained  by  the  department  of  electricity  with  relation  to 
the  fire  alarm  and  telegraph  service  are  in  accordance  with  good  practice  and 
efficiently  maintained.  Large  scale  maps  to  show  the  entire  outside  system 
are  now  in  the  course  of  preparation.  The  outside  local  circuits  are  now 
recorded  on  a  properly  maintained  card  system.     Complete  records  of  the 
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underground    installations    are    maintained,    and    a    route    book    and    a    pole 
position  record  of  all  circuits  of  overhead  and  underground  arc  maintained. 

Too  Many  Fire  Line  Badges  Issued 

During  the  course  of  the  survey,  many  fires  were  attended  and  the  work 
of  the  department  observed.  Because  of  the  Large  number  of  persons  offi- 
cially permitted  to  be  within  the  fire  lines,  and  the  laxity  of  the  police  in 
maintaining  proper  fire  lines,  it  was  apparent  that  the  work  of  the  firemen 
is  interfered  with.  Entirely  too  many  persons  were  found  equipped  with 
badges  of  various  types  admitting  them  within  the  lines.  There  are  issued  by 
the  fire  department  annually  400  fire  line  badges.  These  badges  are  issued 
at  a  cost  to  the  city  of  $200,  or  $0.50  per  badge. 

No  definite  procedure  is  in  effect  as  to  the  issuance  of  these  badges. 
That  these  badges  are  furnished  to  persons  who  have  no  legitimate  reason 
for  being  within  the  fire  lines  was  made  clear  by  an  examination  of  the 
records.  These  four  hundred  badges,  for  the  most  part,  are  issued  without 
regard  for  the  need  of  them  by  the  persons  to  whom  they  are  issued.  In 
fact,  so  little  attention  is  given  to  the  supervision  of  the  distribution  of  these 
badges  that  in  many  instances  the  records  show  merely  that  a  number  of 
them  were  issued  to  certain  persons,  the  department  having  no  knowledge, 
officially  or  otherwise,  as  to  who  used  the  badges  or  to  whom  they  were 
given  by  the  person  furnished  with  them  by  the  fire  department.  For 
example,  the  records  show  that  one  of  the  former  commissioners  received 
at  his  own  request  thirteen  badges,  another  former  commissioner  received 
twenty-nine  badges,  another  former  commissioner  received  twenty-four 
badges,  and  still  another  twenty-four  badges.  None  of  these  badges  are 
distributed  to  the  newspapers  since  the  reporters  are  furnished  badges  by 
the  police  department  which  serve  to  admit  them  within  fire  lines. 

That  the  firemen  be  protected  against  the  interference  which  necessarily 
occurs  by  permitting  large  numbers  of  people  within  fire  lines,  is  vitally  im- 
portant. Moreover,  because  of  the  unexpected  accidents  which  frequently 
occur  at  a  large  fire,  it  is  necessary  to  protect  the  general  public  from 
injury  by  maintaining  proper  fire  lines  at  points  sufficiently  distant  from 
the  scene  of  the  fire. 

It  is  necessary,  however,  for  certain  persons  to  be  present  within  fire 
lines,  such  as  representatives  of  public  service  corporations,  in  order  to  take 
care  of  their  wires  or  other  property.  These  persons  are  an  assistance  rather 
than  a  hindrance  to  the  firemen.  It  is  proper  that  newspaper  reporters 
should  be  admitted,  as  well  as  representatives  of  the  fire  underwriters. 

Definite  Procedure  for  Badge  Distribution 
Should  Be  Adopted 

In  order  that  the  persons  whose  business  necessarily  warrants  their  being 
present  within  fire  lines  be  supplied  with  proper  credentials  admitting  them 
within  the  lines,  there  should  be  provided  a  definite  procedure. 
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Therefore,  it  is  recommended,  first  of  all,  that  the  department  discontinue 
at  once  the  badge  now  in  use  and  require  the  holders  to  return  the  badges. 
Not  more  than  one  hundred  badges  should  be  issued  in  this  city  and  those 
which  are  issued  should  be  issued  only  after  the  persons  needing  them  make 
written  applications  upon  regular  forms  stating  their  name,  age,  occupation, 
by  whom  employed  and  a  definite  and  complete  statement  as  to  the  alleged 
need  for  their  presence  within  fire  lines.  They  should  likewise  be  required 
to  furnish  references  and  statements  by  their  employer  as  to  whether  or  not 
the  application  is  made  upon  the  employer's  request.  These  applications 
should  be  referred  to  the  chief  for  investigation  and  for  approval  or  dis- 
approval and  then  forwarded  to  the  board  for  its  action.  An  annual  fee  of 
ten  dollars  should  be  charged  for  all  such  badges.  A  special  type  of  badge, 
however,  should  be  designed  and  issued  to  the  employees  of  public  service 
corporations,  such  as  telephone  companies,  electric  lighting  service  and  street 
railway  companies.  These  badges  should  be  issued  to  the  corporation  in 
limited  number  and  only  the  cost  of  the  badge  assessed. 

Police  Department  Should  Maintain  Better 
Order  at  Fires 

While  it  is  customary  for  the  police  department  to  have  the  patrol  wagon 
respond  on  all  one  alarm  fires  upon  the  theory  of  having  a  policeman  present 
to  maintain  a  fire  line,  it  is  nevertheless  a  fact  that  the  police  upon  a  clival 
at  a  fire  do  not  maintain  a  proper  line.  At  large  fires  where  a  detail  is  sent. 
a  rope  line  is  formed,  but  because  of  the  delay  in  the  making  of  these  lines. 
neither  the  firemen  nor  the  public  are  given  proper  protection. 

It  is  therefore  recommended  that  the  police  department  adopt  a  definite 
procedure  for  the  establishment  of  fire  lines  and  that  the  men  he  instructed 
as  to  their  duties  at  fires.  Immediately  upon  arrival  at  the  fire  the  police 
should  establish  a  fire  line  a  distance  away  from  the  fire  of  not  less  than  a 
city  block  on  either  side  of  the  premises  and  no  person  should  be  permitted 
within  the  line  unless  provided  with  an  official  fire  badge. 

On  several  occasions  commercial  vehicles  were  observed  driving  over  lines 
of  hose  without  interference  from  the  police.  On  other  occasions,  citizens 
were  observed  hauling  hose  through  the  streets  from  the  hose  wagons.  These 
persons  were  not  interfered  with  by  the  police  upon  the  theory  that  they 
were  aiding  the  firemen,  while  the  fact  was  that  instead  of  aiding  they  were 
hindering  the  work  of  the  department.  The  number  of  men  assigned  to  com- 
panies and  the  number  of  companies  responding  to  alarms  are  adequate  to 
provide  a  sufficient  force  to  handle  the  hose,  and  citizens  volunteering  their 
services  are  largely  hindrances  rather  than  aids.  Such  practices  should  he 
prevented  by  the  policemen  on  duty  at  fires. 

Police  Should  Keep  Fire  Hydrants  Clear 

Although  the  ordinances  prohibit  the  leaving  of  an  unattended  vehicle 
within   twenty-five    feet    on   either    side    of   a    fire   hydrant,    except    in    areas 
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red  by  traffic  policemen,  this  law  is  not  effectively  enforced.  Many 
vehicles  were  observed  standing  unattended  i"< >r  Ion *^  periods  in  front  of  fire 
hydrants.  Delay  in  attaching  hose  to  a  fire  hydrant  is  serious,  even  if  only 
for  the  shortest  time.  This  ordinance  should  be  rigidly  enforced  and  persons 
violating  it  punished.  It  is  suggested  thai  the  members  of  the  tire  depart- 
ment be  instructed  to  cause  the  arrest  of  persons  responsible  for  the  block- 
ing of  tire  hydrants,  ami  that  the  police  department  vigorously  enforce  this 
ordinance. 

Fire  Prevention 


Although  after  a  careful  observation  of  the  department  in  service  and 
i  careful  appraisal  of  the  chief's  qualifications  as  a  fireman,  it  may  be  said 
that  as  a  fire-fighting  organization  the  fire  department  is  efficient  and  headed 
by  a  thoroughly  competent  fireman;  its  running  card  is  well  arranged;  due 
3are  has  been  exercised  in  providing  for  the  filling  in  of  companies  on  second 
unl  third  and  subsequent  alarms  and  proper  attention  has  been  given  to 
reducing  needless  water  waste  by  use  of  chemicals  and  a  small  water  line; 
vet  it  must  be  said  that  little  or  nothing  has  been  done  by  the  department 
to  provide  for  proper  fire  prevention  work.  It  must  be  apparent  that  to 
have  an  efficient  fire  department,  the  lire  prevention  side,  which  is  one  of 
the  most  important  functions  of  the  department,  must  be  developed  to  as 
high  a  degree  of  efficiency  as  the  tire  extinguishment  service.  In  a  word, 
San  Francisco,  while  spending  more  than  a  million  and  a  half  dollars  a  year 
tor  fire  protection,  which  is  practically  all  used  for  the  development  of  the 
lepartment  in  fire  extinguishment  work,  performs  little  or  no  service  on  the 
side  of  prevention  of  fires. 

It  is  true  that  battalion  chiefs  and  captains  make  what  are  called  fire 
jreveution  inspections  in  certain  of  the  buildings. 

During  the  fiscal  year  1915-16,  there  were  3651  inspections  of  buildings 
)y  officers  of  the  department  wdiich  represents  a  comparatively  small  number 
)f  inspections  as  compared  with  the  number  of  buildings  in  the  city.  More- 
)ver,  the  class  of  buildings  inspected  represents  but  a  small  group  as  com- 
pared with  the  kind  of  buildings  existing  throughout  the  city  everywhere, 
dl  of  which  should  be  subject  to  inspection  by  the  fire  department. 

Again,  although  there  were  over  3000  inspections  made,  because  of  lack 
>f  proper  power  and  because  of  the  absence  of  ordinances,  many  of  the 
>rders  by  the  fire  department  upon  these  inspections  wTere  totally  ignored 
)y  the  property  owners  and  no  compliance  resulted.  While  it  is  true  that 
he  fire  department  through  its  uniformed  force  could  have  made  many  thou- 
;ands  of  inspections  and  have  obtained  many  compliances  with  the  orders, 
especially  in  dwellings,  it  is  equally  true  that  with  the  inadequate  laws  upon 
he  subject  of  fire  prevention  and  the  inadequate  powers  vested  in  the  fire 
lepartment,  there  was  little  to  stimulate  the  uniformed  force  in  the  work  of 
ire  prevention. 

A  tour   of  inspection  in   company   with   officers   of   the   fire    department 
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during  which  many  tenements  were  visited,  several  large  mercantile  estab- 
lishments inspected  and  a  number  of  hotels  and  lodging  houses  observed, 
showed  not  only  that  the  structural  conditions  of  many  of  these  places  were 
such  as  to  invite  fire  and  to  imperil  the  lives  of  the  persons  working  or 
residing  therein,  but  that  even  in  the  modern  "Class  A"  buildings  there  were 
inadequate  means  of  escape  and  fire  escapes,  absence  of  lights  and  signs 
indicating  escapes,  escapes  with  material  stored  on  them  and  escapes  rendered 
practically  useless  because  of  their  not  being  properly  equipped  with  drop 
ladders. 

To  be  convinced  of  the  danger  to  which  certain  sections  of  the  community 
are  exposed  by  reason  of  these  conditions,  one  has  only  to  visit  and  inspect 
the  tenements  located  in  that  section  of  the  city  described  as  Chinatown 
By  reason  of  the  non-fireproof  tunneling  from  building  to  building,  unpro- 
tected wall  openings,  hundreds  of  flimsy  wooden  partitions,  barred  door 
openings,  defective  electric  wiring,  storage  of  rubbish,  unprotected  cook 
stoves  of  almost  every  variety,  and  the  like,  this  entire  section  of  the  city  i> 
in  constant  danger  of  destruction  by  fire.  While  these  conditions  are  per 
mitted  to  continue,  if  a  serious  fire  should  get  any  headway  in  this  district 
a  conflagration  could  scarcely  be  prevented. 

Not  only  were  these  tenements  found  to  be  in  a  deplorable  condition  butl 
the  entrance  to  fire  escapes  were  found  heavily  barred  with  l^-inch  iron 
bars  made  fast  with  locks  and  patented  bolts  and  ^-inch  wire  screens;  alsc 
locks  were  made  fast  by  secret  devices.  The  evident  object  of  these  ban 
and  barriers  which  render  the  fire  escapes  useless  was  to  protect  apartments 
which  were  formerly  occupied  by  Chinese  gambling  organizations.  Tht 
police  department  formally  notified  the  fire  department  of  these  obstructions; 
and  inspection  was  made  by  the  battalion  chief  of  the  district.  Orders  were! 
issued  for  the  removal  of  the  obstructions,  and,  according  to  the  records  oi 
the  department,  these  orders  which  were  issued  some  time  in  May  were  com 
plied  with.  When  the  premises  were  inspected  during  the  course  of  this 
survey  they  were  found  in  the  condition  described. 

To  further  emphasize  the  dangers  which  threaten  the  city  by  reason  of 
hazardous  conditions  which  are  permitted  to  exist,  attention  need  only  bt 
called  to  the  lodging-houses  on  Howard  street,  which  for  the  most  part  art 
flimsy  frame  structures  in  which  are  housed  nightly  during  the  winter  season 
more  than  a  hundred  human  beings.  It  is  true  that  many  of  these  structures 
were  permitted  to  be  erected  as  an  emergency  relief  shortly  after  the  tirat 
of  the  fire  in  1906,  and  that  perhaps,  as  such,  they  afforded  considerable 
relief,  but  ten  .years  have  now  passed  since  the  fire  and  these  conditions  have 
been  permitted  to  remain. 

That  the  legislative  powers  of  the  city  have  been  slow  to  aid  in  the  cam 
paign  of  fire  prevention  can  be  fully  realized  by  merely  observing  upon  t 
map  the  boundaries  of  the  fire  limits  of  the  city.  An  inspection  of  this  mar 
will  show  the  zigzag  manner  in  which  the  line  is  drawn  forming  the  boundary 
of  this  district,  skipping,  as  it  does,  occasionally,  certain  parcels  of  property 
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Board  of  Fire  Wardens  Powerless 

Upon  the  theory  thai  the  superior  officers  of  the  fire  department  were  the 
propel-  persons  to  determine  whether  or  not  a  building  was  unsafe  and  a 
serious  hazard,  the  charter  established  what  is  termed  a  board  of  fire 
wardens.  It  provides  that  this  hoard,  which  consists  of  the  chief,  his  assist- 
ant chiefs,  the  battalion  chiefs  and  the  fire  marshal  of  the  city,  shall  cause 
to  be  inspected  such  premises  as  they  deem  unsafe,  and  upon  their  determin- 
ing that  it  is  a  hazard  which  should  be  removed  they  may  recommend  to 
the  hoard  of  public  works  its  removal.  The  board  of  fire  wardens,  because 
of  its  lack  of  power  to  enforce  its  own  orders,  has  been  ineffective  in  that  it 
has  not  been  able  to  obtain  the  action  desired.  The  charter  takes  the  power 
to  enforce  conditions  which  would  reduce  the  possibility  of  fires  from  the 
very  branch  of  the  government  service  which  is  held  responsible  for  the  pre- 
vention of  fires. 

Almost  any  officer  of  the  fire  department,  or  any  insurance  official  in  the 
city,  will  bear  testimony  to  the  hazardous  condition  in  winch  very  many 
parcels  of  property  in  the  city  are  to  be  found.  Conflagration  areas  exist 
throughout  the  city  and  yef  no  department  of  the  government  is  given  the 
power  necessary  to  force  a  prompt  removal  of  these  conditions.  To  cite  in 
this  report  the  many  specific  examples  of  the  hazardous  conditions  throughout 
the  city  which  should  be  removed  as  speedily  as  possible,  would  be  but  to 
use  space  repeating  facts  with  which  every  official  in  the  city  having  any 
knowledge  of  the  subject  of  fire  protection  is  thoroughly  familiar. 

In  the  majority  of  the  large  cities  of  the  United  States  the  municipal  gov- 
ernments have  been  awakened  to  the  need  of  active  fire  prevention  cam- 
paigns and  have  established  as  a  branch  of  the  fire  department  fire  pre- 
vention bureaus  clothed  with  ample  summary  power  to  cause  to  be  removed, 
under  the  penalty,  in  some  instances,  of  immediate  vacation  of  property,  the 
conditions  increasing  fire  risk,  and  are  waging  vigorous  and  energetic 
clean-up  campaigns  and  house-to-house  inspections  by  uniformed  firemen, 
md,  in  some  instances,  civilian  inspectors.  Yet,  the  city  of  San  Francisco, 
which  has  suffered  greater  loss  by  fire  than  most  cities,  is  doing  practically 
nothing  in  the  way  of  effective  fire  prevention  wrork.  That  the  fire  loss  in  the 
:-ity  is  reasonably  low  is  due  to  the  efficiency  of  the  force  in  fire  extinguish- 
ment, but  this  efficiency  in  fire  fighting  can  never  furnish  adequate  protec- 
tion against  possible  conflagrations  if  conditions  which  exist  today  are  per- 
mitted to  continue  for  any  length  of  time. 

Therefore,  there  is  no  greater  need  for  reform  in  San  Francisco's  fire 
service  than  the  need  to  establish — 

1 — A  fire  prevention  bureau  or  commission  or  board  or  whatever  name 

may  be  selected ; 
2 — Adequate  ordinances  empowering  this  body  to  enforce  its  orders. 

In  suggesting  the  establishment  of  a  fire  prevention  campaign,  it  should 
)e  remembered  that  no  extra  expense  in  the  management  of  this  department 
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need  be  incurred  by  reason  of  an   energetic  and   vigorous  campaign.     Tht 
present  uniformed  force  is  wholly  adequate  to  meet  the  needs  of  such  a  cam 
paign,  and  there  is  no  suggestion  made,  as  will  be  noted  by  the  recommendal 
tions  following,  for  any  large  additions  to  the  payroll,  in  the  way  of  civiliai 
inspectors  or  added  employees  of  any  kind. 

Again,  attention  is  called  to  the  fact  that  fire  prevention  inspections  <b 
not  constitute  work  of  a  technical  character  in  the  sense  that  any  specially 
trained  engineers,  etc.,  need  be  utilized  for  this  work.  There  is  no  persoi 
better  equipped  for  this  kind  of  work  than  the  properly  trained  uniforine< 
fireman,  and  no  kind  of  an  inspector  will  be  more  successful  in  obtaining 
compliance  with  orders  than  will  the  uniformed  fireman. 

But  to  accomplish  the  desired  results,  the  thing  most  needed  in  San  Fran 
cisco  with  relation  to  fire  prevention  is  adequate  legislation  upon  the  subi 
ject,  empowering  the  fire  department  officials  to  carry  on  the  campaign  in  ai 
intelligent  and  efficient  manner.  The  adoption  of  such  laws  or  ordinance;' 
surely  will  involve  no  additional  expense. 

Therefore,  the  adoption  of  a  law  creating  a  fire  prevention  commission 
with  broad  powers  is  recommended.  This  commission  should  consist  of  tin 
commissioner  of  public  safety  or  the  board  of  fire  commissioners,  if  they  bt 
continued  in  office,  the  chief  inspector  of  buildings,  the  chief  of  the  fin 
department  and  two  citizens  appointed  by  the  mayor  to  serve  without  pay. 

The  chief  of  the  fire  department  should  be  the  executive  officer  of  tin 
commission.  The  commission  should  have  full  power  to  make  rules  am 
regulations  and  to  issue  orders  which  should  have  the  effect  of  law. 

The  need  for  the  inspection  of  dwellings  is  emphasized  in  that  in  mos 
cities  of  the  United  States,  and  San  Francisco  is  no  exception,  the  majority 
of  fires  occur  in  residences.  Large  mercantile  establishments  and  institutions 
which  now  receive  the  close  attention  of  the  battalion  chiefs  and  captains 
are  for  the  most  part  subjected  to  frequent  inspections  by  other  authoritie 
and  agencies,  such  as  the  state  labor  department,  the  fire  underwriters  ant 
the  owners  or  managers  themselves,  while  the  dwellings  are  not  the  subjec 
of  inspections  at  all.  Owners  of  large  industrial  institutions  have  the  advici 
of  experts  and  usually  make  their  buildings  as  safe  as  possible,  while  tin 
builders  of  residences  have  not  the  advantage  of  this  advice. 

To  emphasize  this,  it  is  only  necessary  to  refer  to  an  incident  which  wa 
reported  by  one  of  the  chiefs  of  the  department  to  the  chief  within  the  pas 
few  days.  A  woman  who  resided  in  a  fairly  high-class  apartment  applied  t< 
an  insurance  broker  for  a  policy  on  the  contents  of  her  home.  She  was  in- 
fused the  insurance  on  the  ground  that  the  cellar  of  this  apartment  hous' 
was  in  such  a  condition  as  to  make  the  entire  building  an  extremely  hazard 
ous  risk.  It  is  interesting  to  note  that  although  this  condition  existed  to  tin 
knowledge  of  the  insurance  companies,  the  attention  of  the  fire  departmen 
was  not  called  to  it  until  this  woman  herself,  anxious  to  obtain  insurance,  ap 
pealed  to  the  fire  department  to  cause  the  condition  to  be  abated.  An  inspec 
tion  was  made  by  the  battalion  chief  who  declared  that  never  in  his  experi 
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nee  diil  he  find  a  worse  condition  than  was  revealed  by  his  inspection  of  the 
cllar  or  basement  of  this  fairly  high-class  apartmenl  house.  It  took  nothing 
lore  than  the  oral  order  of  the  battalion  chief  to  the  owner  or  landlord  to 
mse  the  condition  to  be  remedied  forthwith. 

Therefore,  it  is  urged  that  the  department  conduct  at  once  a  house-to- 
ouse   inspection. 

lommission's  Powers  Should  Be  Especially  Broad 

It  lias  been  found  in  other  cities  that  it  is  scarcely  possible  to  adopt  laws 
pon  lire  prevention  which  will  be  wholly  adequate  to  furnish  protection 
ecessary  and  at  the  same  time  tit  all  the  conditions  found  in  a  city.  This 
i  particularly  true  with  regard  to  the  need  for  the  installation  of  sprinkler 
vstems.  In  this  connection  it  has  been  found  practically  impossible  to  draft 
>gislation  which  will  adequately  provide  for  the  installation  of  sprinkler 
osteins  under  all  kinds  of  conditions  in  structures  such  as  occur  within  a 
!ty.  Therefore,  it  must  be  apparent  that  the  commission  should  have  ade- 
uate  power  to  issue  orders  in  specific  cases  which  will  be  in  keeping  with 
le  conditions  in  each  case  and  shall  have  the  same  force  and  effect  as 
atutes.  In  a  word,  the  powers  of  this  commission  should  be  fully  as  broad 
>  the  powers  given  by  statute  to  the  New  York  City  fire  commissioner, 
hich  include,  among  others,  the  following: 

1 — Inspect  any  building,  structure,  enclosure,  vessel,  place,  or  premises; 

2 — Remedy  any  condition  found  in  violation  of  any  law  or  ordinance  with 
respect  to  fires  or  the  prevention  of  fires; 

3 — Establish  rules  and  regulations  with  regard  to  fire  drills,  the  storage, 
sale,  manufacture,  or  transportation  of  explosives  and  combustibles, 
and  to  enforce  the  same  under  a  penalty; 

4 — Require  the  installation  of  automatic  fire  alarm  systems,  fire  extin- 
guishing equipment,  and  adequate  and  safe  means  of  exit; 

5 — Require  to  be  vacated  any  building  or  structure  which,  in  his  opinion, 
is  inadequately  protected  against  fire ; 

6 — Require  a  vessel  anchored  near  any  dock  to  be  removed  to  a  place 
designated  by  the  commission  or  its  executive  officer,  providing  the 
vessel  is  on  fire,  or  in  danger  of  fire,  or  from  the  nature  of  its  cargo 
a  menace  to  the  shipping  property  on  the  waterfront; 

7 — Require  regular  and  periodic  fire  drills  in  factories,  stores,  schools, 
hospitals  and  asylums; 

8 — Declare  a  building  deficient  in  fire  extinguishing  equipment,  or  one 
which  by  reason  of  contents  or  overcrowding  is  perilous  to  life  and 
property,  to  be  a  nuisance,  and  direct  such  nuisance  to  be  abated; 

9 — Direct  the  owner  of  such  property  within  a  reasonable  time  to  place 
his  building  in  a  condition  of  safety,  and  if  he  fails  to  do  this,  to 
take  the  necessary  steps  to  remove  the  dangerous  conditions. 

'leaters  Found  In  Good  Condition 

All  of  the  large  theaters  were  visited  and  inspected  and  found  to  be  in 
:'od  condition  generally.     The  newer  theaters  are  for  the  most  part  con- 
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structed  in  accordance  with  the  most  improved  plan  of  theater  constructi 
with  wide  aisles,  ample  exits  and  exterior  courts,  and  they  are  adequate 
equipped  with  auxiliary  fire-fighting  appliances.     Except  in  a  few  instance 
the  theaters  were  absolutely  free  of  stored  rubbish  and  conditions  tendin 
to  create  a  fire  hazard. 

Firemen  Detailed  to  Theaters 

The  fire  department  details  a  fireman  to  each  theater  during  such  times  a 
it  is  occupied  by  an  audience. 

The  firemen,  under  the  rules,   are  required  to  be   present  at  the   theatc 
thirty  minutes  in  advance  of  the  time  for  the  curtain  to  rise,  during  whic 
interval  they  are  expected  to  visit  all  parts  of  the  house  and  examine  the  exit: 
Under  the  supervision  of  the  battalion  chiefs  the  hose  at  the  theaters  is  proj1 
erly  tested  and  the  chemical  fire  extinguishers  periodically   refilled,   and   tli 
firemen  detailed  are  required  to  file  a  written  report  upon  a  specially  prepare! 
blank,  all  of  which  is  in  accordance  with  good  practice.    However,  the  efficiene 
of  the  firemen  detailed  to  theaters  would  be  greatly  increased  if  they  wei 
required  to  carry  with  them  while  on  duty  at  theaters  a  lighted  lantern  or  I 
high-grade    electric    torch.      The    importance    of    the    fireman    being    equippe 
with  some  light  can  be  fully  understood  when  it  is  realized  that  in  the  eveiji 
of  the  lights  in  the  theaters  being  extinguished  for  any  reason,  he,  under  tl 
present  conditions,  would  be  as  helpless  as  the  audience  and  certainly  woul! 
be  in  no  position  to  aid  in  preventing  a  panic. 

The  ordinances  require  that  the  owners  or  lessees  of  theaters  pay  the  eil 
for  the  services  of  the  firemen  detailed  to  them.  This  ordinance,  which  I 
reason  of  some  court  decision,  was  declared  to  be  invalid,  justly  imposed  th;: 
condition  upon  the  theater  owners.  It  is  therefore  suggested  that  the  cit| 
attorney  examine  the  court  decisions  upon  this  subject,  determine  wherein  tl 
ordinance  was  defective  and  couse  to  be  enacted  either  a  state  law  or  an  ord 
nance  which  will  meet  the  constitutional  requirements. 

It  is  suggested  that  pending  the  adoption  of  such  a  law,  the  licensid 
powers,  before  issuing  a  renewal  of  the  theater  licenses,  require  the  owners  i 
lessees  of  theaters  to  stipulate  and  agree  in  writing  that  they  will  pay  for  tl 
services  of  the  firemen. 

No  Fire  Drills  in  Theaters 

Although  the  theaters  are  practically  all  of  the  "Class  A"  type  of  buil 
ing  and  are  properly  constructed,  yet  it  is  essential  that  the  fire  departme: 
use  every  effort  possible  to  prevent  injury  to  life  and  limb  in  theater  pank 
It  should  be  needless  to  point  out  that  there  is  a  greater  danger  of  loss  of  li 
from  panic  in  theaters  than  there  is  from  fire.  Therefore,  the  employ' 
every  theater  should  be  thoroughly  familiar  with  the  procedure  to  be  follow* 
in  the  event  of  a  fire  or  panic.  To  properly  train  the  employees,  it  is  nec( 
sary  to  conduct  regular  fire  drills  and  to  furnish  the  employees  with  written 


Fire  Department  335 

printed  instructions  as  to  their  duties  in  the  evenl  of  panic.  Every  employee 
■should  have  assigned  to  him  a  duty  to  perform  and  a  post  to  take  so  that  by 
braining,  common  sense  ami  definiteness,  in  the  event,  of  a  threatened  panic 
they  would  be  able  to  properly  handle  the  audience  and  avoid  a  panic.  It 
should  lie  tlir  duty  of  the  fire  department,  through  its  battalion  chiefs,  to  fur- 
nish the  proprietors  of  the  theaters  with  instructions  as  to  fire  drills  and  to 
iccasionally  conduct  the  drills,  which  should  be  held  not  less  frequently  than 
nice  a  month. 

In  so  far  as  possible,  the  owners  and  managers  of  theaters  should  cause  the 
iiulicnccs  to  use  the  tire  exits  and  staircases  in  leaving  the  theaters  so  as  to 
iamiliarize  their  patrons  with  the  tire  exits  and  escapes. 

\pproval  of  Fire  Department  Should  Be  Required 
Before  Issuance  of  Licenses 

While  at  present  all  plans  for  the  ((instruction  or  alteration  of  theaters  are 
ubmitted  to  a  battalion  chief,  who  is  empowered  to  pass  upon  the  adequacy  of 
he  fire-tight ing  equipment  before  a  building  permit  is  granted,  there  is  no 
egal  prohibition  against  granting  a  license  to  a  theater  or  moving-picture 
how  without  the  approval  of  the  chief  of  the  fire  department. 

It  is  therefore  recommended  that  the  ordinances  be  amended  so  as  to  pro- 
ide  that  prior  to  the  issuance  of  a  building  permit  for  construction  or  altera- 
ion  of  a  theater,  moving-picture  show  or  other  place  of  public  assemblage,  a 
uplicate  set  of  plans  or  linen  tracings  be  filed  with  the  fire  department  for 
he  inspection  of  the  chief,  and  that  no  permit  be  issued  until  the  chief  in 
writing  approves  of  the  plans.  This  set  of  plans  should  remain  the  property 
f  the  fire  department  and  the  plans  should  be  filed  so  as  to  be  easy  of 
eference. 

Moreover,  the  licensing  power  should  refer  all  applications  for  theater  or 
loving  picture  licenses  to  the  fire  department  and  the  chief  should  cause  an 
lspeetion  to  be  made  and  reported  in  writing,  and  should  certify  his  recom- 
lendation  of  approval  or  disapproval  to  the  licensing  power. 

.obbies  of  Moving  Picture  Show-Houses  Obstructed 

Many  of  the  moving  picture  show-houses  were  visited  and  inspected.  They 
ere  found  to  be  for  the  most  part  of  a  good  type  of  construction,  fairly  well 
rranged  and  with  adequate  exits,  but  in  almost  every  case  the  lobbies  were 
iund  to  be  obstructed  with  advertising  easels  and  frames  and  portieres  over 
sits  were  observed.  During  the  picture  exhibition  the  houses  were,  in  a  num- 
er  of  cases,  almost  in  total  darkness  except  for  the  exit  lights.  Total  dark- 
ess  in  a  moving  picture  place  not  only  increases  the  danger  of  panic  in  the 
.'ent  of  a  fire  scare,  but  it  is  a  moral  menace  to  young  women  patrons.  The 
epartment  should  cause  all  the  moving  picture  houses  to  be  inspected  at  once 
id  should  order  the  removal  of  any  obstruction  found  in  the  lobbies  and  any 
mgings,  such  as  portieres,  found  over  exits  or  at  the  end  of  halls.     The  man- 
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agers  of  moving  picture  houses  should  be  advised  that  at  no  time  must  the; 
house  be  in  total  darkness.  In  fairness  to  the  majority  of  the  moving  picture  j 
concerns  in  the  city,  it  should  be  said  that  a  majority  of  them  show  a  proper' 
regard  for  the  safety  of  their  patrons. 

Campaign  of  Education 

It  is  essential,  if  the  department  is  to  produce  the  best  results  in  fire  pre- 
vention work,  that  a  campaign  of  education  be  carried  on.  To  this  end  there 
are  no  better  mediums  through  which  to  furnish  instruction  in  fire  prevention 
work  than  the  public  schools  and  the  moving  picture  theaters.  Therefore.l 
special  educational  programs  should  be  arranged  including  among  other 
things — 

1 — Lectures  by  battalion  chiefs  or  captains  at  the  morning  assembly  in  the) 
public  schools. 

2 — Action  by  the  board  of  education  to  include  instruction  in  fire  pre  voli- 
tion in  the  regular  curriculum  and  the  provision  of  a  text  book  upoE; 
this  subject. 

3 — Preparation  and  distribution  of  a  set  of  simplified  instructions  anc 
"don'ts"  with  relation  to  fire  prevention  in  various  languages.  Carcj 
should  be  taken  in  the  preparation  of  such  a  pamphlet  to  have  th< 
language  as  simple  and  direct  as  possible. 

4 — Furnishing  each  moving  picture  house  with  lantern  slides  containing 
short  directions  as  to  exits,  such  as  are  now  inserted  in  theatei 
programs. 

5 — The  preparation  and  distribution  of  moving  picture  films  which  wil 
demonstrate  by  actual  photographs  how  to  turn  in  an  alarm  of  fir< 
and  the  common  causes  of  fire,  such  as  rubbish  in  cellars,  swinging 
gas  jets,  oil  stoves,  improperly  protected  fire  places,  defective  flues 
oil  lamps,  etc.,  etc. 

AVhile  such  a  campaign  will  require  a  small  expenditure  of  money  in  it;, 
initial  stage,  it  will  certainly  result  in  a  large  reduction  in  fire  loss.  Ne* 
York  city,  through  an  effective  educational  campaign  in  fire  prevention  anc 
efficient  fire  prevention  inspections,  has  already  saved  very  many  thousands  o 
dollars  to  its  citizens  through  a  reduced  fire  loss,  in  addition  to  the  saving  o 
human  lives. 

During  the  year  1915,  the  New  York  fire  commissioner  reports  that  the  fir 
loss  was  lower  by  32  cents  per  capita  and  $140  per  fire  than  in  any  previou 
year  and  the  total  loss  lower  by  $2,460,793  than  in  1914.  There  were  1,01< 
fewer  fires  and  an  aggregate  loss  of  only  $5,757,018  as  against  $8,217,811  th 
preceding  year. 

"To  three  causes  the  reduced  fire  loss  may  be  attributed,"  says  the  commissioner' 
report,  "systematic  extension  of  fire  prevention,  monthly  building  inspections  by  fireme: 
and  increased  efficiency  of  the  uniformed  force,  due  to  the  Fire  College  and  School  o 
Instruction  training. 
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"More  sprinklers  were  installed  under  fire  prevention  orders  in  1915  than  in  any 
irevious  year,  and  the  greatest  amount  of  substantial  structural  fire  prevention  work  in 
ulldings  was  secured. 

"This  is  because  300  firemen,  one  in  each  company  district,  relieved  the  fire  preven- 
ion  inspectors  of  the  housekeeping  inspections  and  left  them  free  for  the  more  effective 
nd  permanent  form  of  structural  fire  prevention   work." 

Three  hundred  New  York  firemen  made  inspections  numbering  1,500,000 
curing  the  year  and  corrected  50,000  fire-producing  conditions  by  mere  verbal 
equests. 

'roper  Records  and  Reports  in  Connection 
With  Fire  Prevention  Work 

In  connection  with  the  operation  and  maintenance  of  the  fire  prevention 
nniiiission.  there  should  be  maintained  detailed  records  of  inspections,  orders 
;sued.  orders  written  or  oral,  and  the  results  should  be  properly  reported  and 
tese  reports  currently  tabulated  and  summarized.  The  manner  of  keeping 
records  and  the  kind  of  report  blanks  to  be  used  will  be  found  fully 
escribed  in  thai   part  of  this  report  headed  "Records  and  Reports". 

ermit  Procedure  Defective 

All  permits  for  the  manufacture,  storage,  sale  and  transportation  of  in- 
ammables  and  explosives  are  issued  by  the  board  of  supervisors.  The  investi- 
ation  of  premises  in  which  volatile  oils  and  explosives  and  inflammables  are 
>  be  stored,  manufactured  or  handled,  is  conducted  by  the  fire  marshal  and 
le  findings  are  reported  to  the  board  of  supervisors  which  passes  upon  the 
pplieation. 

This  is  a  most  defective  procedure.  Permits  for  the  manufacture,  storage, 
de  or  transportation  of  explosives  or  inflammables  should  be  issued  through 
te  fire  department.  The  investigation  of  such  applications  should  be  made 
id  reported  upon  by  the  uniformed  members  of  the  department.  These 
iplications  and  permits  should  be  handled  through  the  fire  prevention  com- 
ission  or  bureau,  and  issued  by  the  chief.  Such  fees  as  are  collected  in  con- 
action  with  these  permits  should  be  paid  directly  to  the  finance  officers  of 
te  city. 

Fire  Marshal  Paid  By  Private  Cor  poration 

The  office  of  fire  marshal  is  established  by  charter.  The  law  provides  that 
t  shall  be  appointed  by  the  board  of  fire  commissioners  on  the  written  recom- 
endation  of  the  board  of  directors  of  the  underwriters'  fire  patrol  but  that 
s  salary  and  the  salary  of  his  deputies  shall  be  fixed  and  paid  by  the  under- 
riters'  fire  patrol.  His  duties  as  fire  marshal  include  the  enforcement  of 
1  laws  and  ordinances  relating  to  the  storage,  sale  and  use  of  oil  and  com- 
istible  materials,  together  with  the  investigation  of  the  cause  of  all  fires  and 
s  also  exercises  the  functions  of  a  police  officer.     He  is  further  empowered  to 
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appoint  deputies  for  inspecting  buildings.  Thus,  the  most  important  functic 
in  connection  with  fire  prevention  and  protection  is  placed  under  the  jurisdi 
tion  of  a  private  corporation.  Without  in  any  manner  interfering  or  intima 
ing  that  the  present  incumbent,  who  has  held  this  office  for  many  years,  is  n< 
performing  his  duties  efficiently  and  conscientiously,  it  is  urged  that  th 
section  of  the  charter  be  amended  so  as  to  place  the  jurisdiction  and  respo: 
sibility  for  this  work  with  the  chief  of  the  fire  department. 

Aside  from  the  fact  that  the  placing  of  such  responsibility  and  powers  ] 
a  private  commercial  corporation  is  radically  wrong  in  theory,  it  is  not  pr 
ductive  of  the  best  results. 

It  is  clearly  the  function  of  the  police  and  fire  departments  to  investiga 
the  causes  of  fires  and  to  take  into  custody  persons  who  are  suspected  of  ha' 
ing  maliciously  caused  the  fires.  The  investigation  of  applicants  for  permi 
in  connection  with  the  handling  of  hazardous  materials  and  the  observatic 
and  inspection  of  premises  upon  which  such  materials  are  to  be  stored  < 
handled  are  also  clearly  functions  of  the  fire  department. 

It  is  therefore  recommended  that  the  position  of  fire  marshal  be  abolish* 
and  the  functions  now  exercised  by  the  fire  marshal  be  made  part  of  the  duti 
of  the  fire  department.  The  fire  prevention  bureau  or  commission,  the  orgai 
zation  of  which  is  recommended,  should  have  the  fullest  and  broadest  powe 
with  relation  to  all  matters  pertaining  to  fire  prevention,  such  as  are  no 
under  the  jurisdiction  of  this  fire  marshal. 

Fire  Insurance  Companies  Should  Be 
Required  to  Report  Losses 

As  already  pointed  out  in  this  report,  the  fire  department  maintains 
record  of  losses  as  the  result  of  fires.  In  former  years  and  up  to  the  midc 
of  this  year,  the  underwriters'  patrol  certified  to  the  fire  department  tl 
amount  of  insurance  paid  as  a  result  of  fires  and  this  constituted  the  oil 
record  which  the  fire  department  had  as  to  losses.  Of  course,  the  loss  on  co 
tents  not  covered  by  insurance  is  never  recorded. 

For  some  reason,  the  insurance  companies  and  the  underwriters'  patr 
now  refuse  to  disclose  or  make  public  the  losses  incurred  in  fires.  The  resu 
is  that  the  problem  of  the  fire  department  in  the  investigation  of  suspicioi 
fires  is  made  all  the  more  difficult,  to  say  nothing  of  the  fact  that  it  is  nia< 
especially  difficult  for  the  department  to  appraise  the  losses.  The  experien 
of  the  City  of  New  York  and  the  experience  of  other  large  cities  has 
that  the  ease  with  which  insurance  is  obtained  actually  stimulated  a 
Moreover,  many  convictions  of  arson  were  had  as  a  direct  result  of  arrests 
suspects  because  the  amount  of  insurance  paid  was  far  in  excess  of  the  fi( 
department's  appraisal  of  the  contents  destroyed.  Since  many  fires  are  tl 
direct  result  of  lack  of  care  due  to  the  ease  with  which  insurance  is  obtaimj 
and  losses  collected,  it  is  of  vital  importance  that  fire  insurance  companies 
compelled  by  law  to  report  to  the  fire  department  all  losses  paid  and  the  nam 
of  the  persons  collecting  the   insurance.     In  many  communities,   investigate 
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is  revealed  that  fire  insurance  companies  have  paid  many  thousands  of  losses 
pon  fire  of  which  the  fire  department  had  absolutely  no  knowledge. 

Therefore,  it  is  recommended  that  the  department  endeavor  to  obtain  the 
loption  of  a  law  requiring  fire  insurance  companies  to  make  public  their 
sses  and  to  prohibit  them  from  paying  a  claim  until  the  chief  of  the  fire 
jpartment  certifies  that  the  fire  was  not  the  result  of  malicious  practices  or 
■oss  carelessness. 

It  is  further  recommended  that  the  supervisors  adopt  an  ordinance  which 
ill  require  a  report  to  be  made  by  the  owner  or  lessee  of  the  apartment  or 
remises  in  which  a  fire  occurs  within  twenty-four  hours  after  every  fire. 

rass  Fires 

During  the  summer  months  the  majority  of  the  alarms  of  fire  are  for  the 
rtinguishment  of  what  are  termed  "grass  fires"  in  vacant  lots.  During  one 
eek  in  June,  out  of  ninety-two  alarms,  Eorty-four  were  for  grass  fires  in 
icant  lots. 

That  the  fire  apparatus  should  be  constantly  summoned  to  extinguish  grass 
pes  during  the  dry  season,  is  a  condition  which  is  made  possible  largely 
trough  the  carelessness  of  property  owners.  There  is  an  ordinance  which 
■quires  that  the  owners  shall  be  held  responsible  for  the  cleanliness  of  vacant 
ts.  This  ordinance  requires  that  the  police  shall  cause  all  vacant  lots  to  be 
eared  of  rubbish,  and  persons  failing  to  comply  with  orders  of  the  police  are 
ibject  to  arrest  and  to  a  penalty.  The  fire  department  had  adopted  a  pro- 
idure,  pursuant  to  ordinance,  for  the  issuing  of  permits  to  the  owners  of  lots 
i  burn  off  the  grass  and  many  of  the  property  owners  take  advantage  of 
lese  permits  and  cause  the  grass  to  be  burned. 

ew  Ordinance  Should  Be  Adopted 

The  adoption  of  an  ordinance  is  recommended  which  will  require  the  prop- 
ty  owners  under  a  penalty  to  keep  vacant  lots  free  of  dry  grass.  The  ordi- 
inee  should  provide  that  the  owner  of  a  vacant  lot,  in  the  event  of  a  fire 
curring  therein,  should  pay  to  the  city  the  cost  of  extinguishing  it,  in  addi- 
ori  to  being  penalized.  It  is  essential  in  the  interest  of  fire  prevention  that 
'.cant  property  as  well  as  occupied  property  shall  not  become  a  fire  menace. 

definite  procedure  for  reporting  the  condition  of  vacant  lots  should  be 
lopted.  The  patrolman  on  the  beat  should  notify  the  fire  department  and  the 
ttalion  chief  or  captain  of  the  district  in  which  the  lot  is  located  should 
spect  the  same  and  notify  the  owners  to  remedy  the  condition.  Failure  to 
'mply  within  a  definite  period  should  result  in  the  arrest  and  fining  of  the 
'.'ner.  The  fire  department  should  then  proceed  to  remedy  the  condition  and 
e  cost  involved  should  be  charged  to  the  owner  on  his  tax  bill  and  should  be 
'lien  against  the  property  if  not  paid  promptly. 

Pending  the  adoption  of  such  an  ordinance,  the  fire  chief  should  direct  his 
•mmanding  officers  to  inspect  all  vacant  lots  in  their  districts  at  once  and  to 
I  tify  owners  to  remove  the  dry  grass. 
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Records  and  Reports 


The  records  and  reports  of  the  fire  department,  while  they  are  for  th< 
most  part  in  accordance  with  good  practice,  can  be  greatly  improved  without! 
the  expenditure  of  any  large  sums  of  money  or  without  employing  additionj 
clerical  help.     The   difficulty   with   the  present   system   is  not  that  the  cl 
receives  insufficient  information  but  that  the  manner  in  which  it  is  receive 
and  the  failure  properly  to  tabulate  and  classify  the  information,   reduc 
its    value    as    an    administrative    guide.      Moreover,    the    records    are    kej 
separately   in    the    various    offices,    such  as    the    corporation    yard,    the 
assistant  chief's  office,  the  central  office,  and  the  office  of  the  superintendent 
of  hydrants. 

In  order  to  secure  better  control  over  the  records  and  to  provide  for  then, 
current  review  it  is  recommended  that  all  of  the  records  be  centralized  ir 
the  main  office  at  headquarters,  and  that  they  be  placed  under  the  supervisioi 
of  the  secretary  of  the  board  of  commissioners.  All  reports  should  be  for 
warded  to  the  chief  through  official  channels,  i.  e.,  first,  to  the  captain,  thei 
to  the  battalion  chief,  then  to  the  first  assistant  chief,  and  finally  to  the 
chief.  If  the  reports  or  communications  are  to  be  reviewed  by  the  board  o 
commissioners,  they  should  be  presented  by  the  chief  and  should  contain  hi* 
endorsement  and  recommendation.  No  reports  or  communications  from  an} 
member  of  the  department  should  be  forwarded  direct  to  the  board.  The\ 
should  finally  be  filed  with  the  secretary  of  the  board. 

The  records  and  reports   of  the   fire   department   should  include   amon^ 
others,  the  following : 

Company's  morning  return; 

Consolidated  daily  return ; 

Individual  company  fire  service  report ; 

Battalion  chief's  fire  service  report; 

Burst  hose  report; 

Fire  service  record  book; 

Company  log  book  or  journal ; 

Card  records  of  individual  members  of  the  force ; 

Card  records  containing  a  complete  description  of  each  building  in  th< 

district,  one  card  to  be  retained  at  the  office  of  battalion  chief,  an( 

one  at  each  company 's  quarters ; 
Fire  prevention  inspection  report ; 

Monthly  report  upon  conditions  of  apparatus  and  equipment ; 
Individual  efficiency  records ; 

Records  in  connection  with  training  school  for  firemen ; 
Record  of  firemen's  delinquencies; 
Record  of  complaints; 
Record  of  places  licensed  to  sell,  store  or  manufacture  explosives  o 

combustibles,  and  persons  licensed  to  transport  the  same ; 
A  record  and  description  of  moving-picture  shows,  theaters,  and  othe 

places  where  large  assemblages  are  permitted ; 
Daily  reports  by  firemen  assigned  to  theaters ; 
Horse  records; 
Record  of  assignments  and  transfers ; 
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Reports  On  fire  drills  in  stations; 
History  and  record  of  fire  stations; 
Hose  records; 
Records  of  apparatus; 
Surgical  records; 
Running  card; 
Unit  cost  record; 
Annual  report. 

ompany's  Morning  Return 

Each  captain  should  be  required  to  file  a  morning  return  or  report  con- 
srning  the  activities  of  his  company  for  the  preceding  twenty-four  hours. 
his  report  should  be  forwarded  to  the  battalion  chief  of  the  district,  who 
lould  review  it  for  accuracy,  make  such  notes  concerning  it  as  may  be 
nportant  for  him  to  record,  indorse  the  same,  and  forward  it  to  the  office 
E  the  first  assistant  chief.  The  return  should  he  made  upon  a  specially  pro- 
ided  form  with  headings  calling  for  the  following  information  concerning 
jie  company  : 

Each  roll  call  for  twenty-four  hours; 
Names  of  absentees; 
Duration  of  absence ; 
Cause  of  absence; 

Time  consumed  by  firemen  for  meals; 
Time  consumed  at  fires; 
Number  of  alarms  responded  to ; 
Number  of  times  horses  were  hitched; 
Time  devoted  to  drill,  lectures  and  discussion; 
Kind  of  drills  and  instruction; 

Details — name  of  fireman  detailed,  and  character  of  detail; 
Number  and  name  of  members  of  the  command  assigned  to  fire  pre- 
vention inspection; 
Number  of  inspections  made ; 
Class  of  buildings  inspected; 
Number  of  violations  observed; 
Number  of  orders  issued; 
Number  complied  with ; 
Actual  time  consumed  in  inspection  work; 
Remarks. 

Under  the  heading  "Remarks"  should  be  entered  any  unusual  occurrence, 
sch  as  injury  to  or  loss  of  property,  charges  preferred  against  members  of 
te  command,  etc. 

The  rules  should  prescribe  that  any  absence  occurring  during  the  day 
«'ter  the  filing  of  this  report  be  reported  by  telephone,  and  recorded  on  the 
1  lowing  morning  return- 

This  report  should  serve  to  keep  the  bookkeeper  informed  as  to  absences 
enuring  and  should  make  unnecessary  the  filing  of  the  present  weekly 
i3ort  of  leaves  of  absence. 
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Consolidated  Daily  Return 

The  secretary  of  the  board  should  cause  to  be  prepared  a  consolidated 
daily  return  from  the  morning  returns.     This  should  be  placed  on  the  chief 
desk  by  ten  o'clock.     The  report  should  be  a  recapitulation  on  one  sheet  o 
all  of  the  information  contained  upon  the  daily  returns.     It  should  show  i 
addition,  however,  to  the  information  taken  from  these  returns,  the  following: 

Total  number  of  alarms  to  date ; 

Total  number  to  the  same  date  of  the  preceding  year ; 

Total  number  of  alarms  during  the  entire  preceding  year  classified  a 

box,  telephone  and  still  alarms ; 
Cause  of  alarms,  as  fire,  accident,  unnecessary  and  false  alarms; 
Number  of  fires  to  date ; 

Number  of  fires  same  date  of  preceding  year ; 
Total  number  of  fires  of  preceding  year; 
Loss  represented  by  fires  of  this  date; 

Total  loss  represented  by  fires  during  the  current  year  to  date; 
Total  loss  represented  by  fires  to  the  same  date  of  the  preceding  year 
Weather  conditions; 
Number  of  officers  absent; 
Number  of  men  absent ; 
Causes  of  absences  classified  as  sick  leave,  absent  with  pay,  abser 

without  pay,  vacations,  days  off; 
Strength  of  force  at  9  a.  m. — 

Officers ; 

Men; 

If  the  department  is  made  a  bureau  of  the  department  of  public  safety 
this  report  should  be  made  out  in  duplicate,  and  one  forwarded  to  the  offi< 
of  the  commissioner  or  director. 

All  of  this  information  should   be  summarized  and  recapitulated  weeklj 
and  each  member  of  the  board  of  commissioners  should  be  furnished  with 
copy.      The   report    should    be    printed    upon    a    form    of   convenient    size   f< 
binding  in  a  loose-leaf  binder. 

Individual  Company  Fire  Service  Report 

The  individual  companies  in  attendance  at  fires  are  not  required  iuid< 
the  rules  at  present  to  file  a  fire  service  report.  Lt  is  recommended  tli; 
each  company  be  provided  with  printed  forms  to  be  known  as  "company  fii 
service  reports,"  and  the  captain  should  be  required  to  prepare  one  of  the; 
reports  upon  return  of  the  apparatus  to  the  station.  These  reports  should  1 
upon  cards  so  as  to  make  a  convenient  record.  The  cards  should  not  excn 
5%  x  8V>  inches,  and  should  bear  the  following  headings : 

Report  of  fire  No during  the  year  19.  .  . . 

(The  number  of  the  fire  should  be  written  in  at  the  office  of  the  chief  and 
not  by  the  company.) 

Engine  Co.  No Truck  Co.  No Chemical  Co.  No 

Water  Tower Fire  No Attended  by  this  company  during  19. . 

Date Dav  of  week 
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Weather  condition  at  time  of  fire 

Report  of  fire  at  No Street 

Alarm  received  by  Telegraph Telephone Local 

Time  alarm  was  received 

Time  (if  engine  company)  consumed  in  reaching  and  coupling  to 
hydrant    

Time  delayed Cause  of  delay 

Location  of  Hydrant  used Low  or  high  pressure 

The  hydrant  was  found  in condition  and  was  used  with 

pounds  for hours minutes  and  with pounds 

of   water   pressure   for hours   and minutes. 

Amount  in  gallons  of  chemicals  used 

Number  of  gallons  of  water  used 

Reported  to  chief and  was  ordered  to 

Number  of  minutes  consumed  in  getting  a  stream  on  the  fire 

Amount  of  delay,  if  any,  and  the  reasons 

The  supply  of  water  was 

The  company   was   out  of  quarters hours minutes 

Company  ordered  to  return  to  quarters  at. .  .  .o'clock  by chief 

The  company  was  used  at  the  fire hours  and minutes 

Number  of  lengths  of  hose  used Number  of  feet  of  ladder  used 

Number  of  searchlights  used 

On  the  reverse  side  of  this  report  there  should  appear  headings  calling 
>r  remarks  concerning  the  department's  property  lost,  found  or  destroyed, 
icidents,  etc.  There  should  also  appear  a  list  of  the  officers  and  men  of  the 
)mpany  who  did  not  appear  at  the  fire  with  the  reasons  for  their  absence. 
:  any  members  of  the  company  reported  for  duty  at  the  fire  during  their 
¥  time,  this  fact,  with  their  names,  should  be  noted.  This  report  should  be 
ined  by  the  commanding  officer  of  the  company,  and  forwarded  to  the 
ittalion  chief,  who  should  review  the  same,  sign  it,  and  forward  it  to  the 
See  of  the  chief  with  his  own  fire  service  report.  A  copy  of  this  report 
.iould  be  kept  on  file  at  the  company's  quarters. 

ittalion  Chief's  Fire  Service  Report 

The  present  fire  service  report  filed  by  the  battalion  chief  is  too  large  to 
]:rmit  of  binding  in  convenient  book  form.  It  should  be  reduced  in  size  so 
!  not  to  exceed  8  x  11  inches.  By  reducing  the  size  and  printing  upon  both 
•les,  the  battalion  chief's  fire  service  report  could  be  bound  in  book  form, 
ad  be  always  available  for  ready  reference.  The  battalion  chief,  the  chief, 
;.d  the  board  of  commissioners  should  each  maintain  a  copy  of  this  record. 
rie  battalion  chief  should  prepare  the  report  in  duplicate,  retaining  one 
<py  and  forwarding  the  other  to  the  office  of  the  chief,  where  five  type- 
bitten  carbon  copies  should  be  prepared,  one  for  each  member  of  the  com- 
rssion,  one  for  the  chief,  the  original  to  be  filed  as  a  department  record. 

The  present  form  should  be  revised  so  as  to  give  more  detailed  informa- 
i»n  concerning  the  condition  of  the  building,  the  loss,  and  the  operations 
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of  the  department  at  the  fire.    The  revised  form  should  include,  among  others 
printed  headings  calling  for  the  following  information  concerning  the  fire 

Report  of  fire  number during  the  year  19.  . .  . 

(The  number  of  the  fire  should  be  written  in  at  the  office  of  the  chief, 
and  not  by  the  battalion  chief.) 

Battalion  district  No Date Day  of  week 

Weather  condition  at  time  of  fire 

Report  of  fire  at  No Street 

Alarm  received  over  box  No by  telephone still 

Vicinity  boxes  pulled  for  the  same  fire 

Time  alarm  was  received First  company  to  arrive 

Location  of  first  hydrant  coupled  to 

Second  alarm  sent  in  by from  box  No at o'clock 

Third  alarm  sent  in  by from  box  No at o'clock 

Fourth  alarm  sent  in  by from  box  No at o'clock 

Subsequent  alarms  sent  in  by from  box  No at o'clock 


Special  calls  for  additional  apparatus  sent  in  by over 

box  No at time 

Ordered  by 

Time  of  arrival  of  battalion  chief  at  fire 

Time  of  arrival  of  other  superior  officers  such  as  battalion  chiefs  and 

chief 

Number  Of  companies   responded.  .  .  Engines!  Trucks  I  Chemicals  j  W.   T.l  P.   B. 
Number  of  companies  worked 


"Detail  call" No.  of  men Duration 

Time  required  to  extinguish  fire 

Number  of  chemical  streams  used Quantity  of  chemical.  . 

Number  of  low  pressure  streams  used 

Number  of  high  pressue  streams  used 

Gallons  of  water  used 

Special  high  pressure  calls  used 

Number  of  feet  of  hose  used  and  sizes 

Number  of  feet  and  sizes  of  ladders  used 

Extinguished   otherwise  than   by  hose 

Probable  cause   of  fire 

Estimated    loss buildings contents 

Estimated  value  of  property 

Estimated  value  of  contents 

Nature   of   contents 

Amount  of   insurance 

Name  of  policy  holder 

Name  of  insurance  company  or  companies 

Name  of  owner  of  property 

Name  of  occupant  of  building 

Name  of  occupant  of  part  of  the  building  in  which  fire  originated. 


Class  of  building.  .  . 
Class  of  occupancy. 
Height  of  building. 
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If  tenement,  number  of  families  residing  therein 

Part  of  building  in  which  fire  originated 

Was  fire  confined  to  apartment  in  which  it  originated 

to  floor to  building 

If  fire  extended  to  other  buildings,  indicate  here,  giving  number  and 

addresses,  and  file  separate  report  as  affecting  each  of  the  other 

buildings: 

Total  number  of  men  on  duty  at  fire Total  number  of  officers 

Total  number  of  men  absent 

Number  and  location  of  hydrants  used 

Time  each  companv  was  ordered  to  return  to  quarters 

Number  of  sections  of  hose  burst 

On  the  reverse  side  of  this  report  there  should  he  headings  calling  for 
lforniation   with   regard   to   the   following: 

Loss  of  life — Names  and  addresses  of  persons  injured  or  killed 

Number  and  kind  of  animals  destroyed 

Accidents   to    apparatus 

The  date  of  last  inspection  of  premises,  the  name  of  the  member  of 
the  department  making  the  inspection,  and  a  statement  as  to  the 
condition  found,  showing  definitely  whether  any  orders  were 
issued;   if  so,  whether  complied  with. 

urst  Hose  Report 

The  records  maintained  as  to  the  purchase,  assignment,  care,  condemna- 
on  and  injury  to  hose  are  in  accordance  with  good  practice,  and  should  be 
jntinued  in  use. 

ire  Service  Record  Book 

By  binding  together  in  book  form  the  original  copy  of  the  battalion 
tiief's  fire  service  report,  a  complete  fire  service  record  can  be  maintained, 
•uring  the  course  of  the  year  these  should  be  bound  as  loose-leaf  reports, 
.t  the  end  of  the  year  they  should  be  bound  in  permanent  book  style. 

ompany  Log  Book 

A  company  log  book  or  journal  is  maintained  at  each  fire-house.  In  it 
re  posted  chronologically  all  transactions  of  the  company.  It  will  not  be 
ecessary,  however,  to  post  in  this  record  information  concerning  the  service 
mdered  by  the  company  at  fires,  if  the  card  record  of  fire  service,  recoin- 
ended  for  adoption,  is  installed.  The  only  entry  which  will  be  necessary  as 
.'lating  to  fires  would  be  the  time  the  company  left,  the  number  of  the  alarm 
id  the  time  returned.  Each  month,  however,  there  should  be  entered  in 
ie  journal  a  statement  of  the  number  of  alarms  responded  to  during  the 
onth,  the  number  of  fires  worked  at,  and  the  time  in  service  during  the 
onth. 
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Card  Record  of  Individual  Members  of  the  Force 

A  card  record  of  the  individual  members  of  the  force  should  be  maintain^ 
at  the  office  of  the  commissioners.  There  is  at  present  a  card  record  mail 
tained,  but  the  information  contained  upon  this  record  is  not  sufficient.  Eae 
battalion  chief  and  each  captain  should  maintain  a  card  record  of  the  member 
of  his  command.  These  cards  should  have  printed  headings  calling  for 
complete  history  of  each  member.  They  should  include,  among  other  tilings 
the  following: 

Full  name; 

Age; 

Date  of  birth; 

Place  of  birth; 

Residence ; 

Telephone  number; 

Married  or  single; 

Number  of  children,  if  any  ; 

Age  of  children; 

Date  of  appointment; 

Date  of  expiration  of  probation ; 

Date  of  first  assignment  to  duty ; 

Place  and  title  of  assignment ; 

Special  details; 

Record  of  deliquencies ; 

Record  of  meritorious  acts  performed; 

Promotions ; 

Efficiency  ratings,  month  by  month ; 

Number  of  days  absent  due  to — 

Sick  leave; 

Excused  without  pay ; 

Special  leave  with  pay; 

Vacation ; 

Suspension ; 
Occupation  at  time  of  appointment. 

When  a  fireman  is  appointed,  four  copies  of  this  card  should  be  prepared- 
one  to  be  filed  in  the  office  of  the  commissioners,  one  to  be  filed  in  the  office  o 
the  chief,  one  in  the  office  of  the  battalion  chief  of  the  district  to  which  th« 
fireman  is  assigned,  and  the  last  card  should  be  handed  by  the  fireman  himsel 
to  the  captain  of  the  company  to  which  he  is  assigned.  This  last  card  shouk 
travel  with  the  fireman  to  each  station  where  he  performs  duty. 

All  of  the  cards  should  be  posted  currently  and  filed  alphabetically. 

Card  Records  Containing  Complete  Descriptions  of  Buildings 

Each  of  the  captains  now  maintains  a  book  record  containing  descriptions 
of  buildings  inspected  within  the  district.  These  records  would  be  more  effi 
cient  if  maintained  upon  cards  or  in  loose-leaf  binders.  They  should  be  rnadt 
out  in  duplicate,  one  to  be  carried  on  the  apparatus,  and  one  to  be  on  file  a' 
the  fire  house  for  the  information  of  the  firemen. 
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Fire  Prevention  Inspection  Report 

The  form  used  for  reporting  inspections  of  buildings  may  be  said  to  be 
jood,  except  that  it  would  be  more  desirable  to  use  cards.  The  difficulty  with 
he  present  records  is  that  they  are  filed  without  regard  for  location.  A  com- 
plete set  of  these  reports  should  be  filed  by  street  location,  in  the  office  of  the 
Ire  prevention  commission  the  establishment  of  which  is  recommended  in  this 
:.  It  is  suggested  that  in  formulating  a  new,  or  revising  the  present 
form,  the  New  York  tire  prevention  inspection  forms  be  observed  and,  as  far 
is  practicable,  adopted. 

Monthly  Report  Upon  Conditions  of  Apparatus  and  Equipment 

The  present  method  of  reporting  upon  the  condition  of  apparatus  and 
■quipiueiit  is  wholly  adequate,  except  that  it  should  be  a  monthly  report  in- 
.tead  of  weekly. 

Individual  Efficiency  Records 

A  merit  and  demerit  system  should  be  adopted  as  a  part  of  the  efficiency 
•ecord  system.  In  awarding  efficiency  ratings,  consideration  should  be  given 
o  the  following: 

Punctuality  in  reporting  for  duty,  in  responding  to  alarms,  in  report- 
ing from  meals  and  in  performing  duties  assigned  at  the  station; 

General  efficiency  at  all  times; 

Proficiency  in  report  writing; 

Proficiency  in  drill ; 

General  discipline  about  the  fire  house; 

"Willingness  to  perform  extra  service ; 

Intelligence  in  fire  prevention  inspection ; 

Eagerness  to  learn  the  most  improved  methods  of  fire-fighting  by  read- 
ing current  publications,  by  studying  the  card  descriptions  of  prop- 
erty in  the  district,  by  becoming  familiar  with  the  location  of  fire 
hydrants,  cisterns,  alarm  boxes ; 

Ratings  obtained  in  written  tests ; 

Suggestions  made  for  improving  the  service ; 

Efficiency  in  fire-fighting  and  in  the  handling  of  apparatus. 

To  determine  the  efficiency  of  the  firemen  in  matters  referred  to  above, 
nth  the  exception  of  their  work  at  fires,  each  captain  should  conduct  fre- 
uent  tests.  He  should  continuously  observe  the  conduct  of  the  men  about 
he  fire  houses.  He  should  encourage  his  men  to  read  current  publications 
ipon  fire-fighting,  and  to  study  improved  methods  of  fire  extinguishment.  If 
his  plan  were  carried  out,  the  problem  which  confronts  most  fire  chiefs  as  to 
"hat  to  do  with  the  leisure  time  of  firemen  could  be  easily  solved,  and  solved 
i  the  interest  of  efficiency. 

Records  in  Connection  With  Training  School  for  Firemen 

The  officer  in  charge  of  the  training  school  for  firemen  should  be  required 
3  maintain    complete    and    detailed   records    of   the    attendance,    punctuality, 
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appearance,  discipline,  spelling,  and  answers  to  all  questions  in  class,  as  wel 
as  ability  to  master  special  subjects  on  the  practical  side  of  the  work,  such  &• 
the  handling  of  apparatus,  ladder  climbing  and  general  information  on  meth| 
ods  of  fire-fighting. 

A  monthly  report  based  upon  the  ratings  given  by  the  instructor  shouk| 
be  furnished  to  the  chief  and  the  board  of  commissioners. 

Record  of  Firemen's  Delinquency 

The  present  method  of  recording  the  delinquencies  of  members  of  the  forc<| 
is  in  accordance  with  good  practice. 

Record  of  Complaints 

Inasmuch  as  it  is  recommended  elsewhere  in  this  report  that  the  chief 
designated   as  the   executive   officer   of   the   fire   prevention   commission,    it 
essential  that  he  maintain   proper  records   of  citizens'   complaints,   violatic 
reported,   and   the   results  of   prosecutions   brought.     For   this   purpose,   it 
recommended  that  the  chief  maintain  a  record  of  complaints,  in  which  shoi 
be  kept  a  record  of  every  complaint  received,  whether  written  or  oral,  requii 
ing  the  attention  of  the  bureau  of  fire.     This  should  include  every  violatioi 
discovered  by  members  of  the  force  and  the  report  of  the  investigation  of 
complaint,  as  well  as  the  action  taken  thereon.     The  book  should  be  indexe 
by  name,  also  by  subject  complained  of,  so  that  it  would  be  possible  to  tabu, 
late  complaints  received  and  the  action  taken  upon  them  without  referring  t( 
original  correspondence  files. 

Record  of  Places  Licensed  to  Handle  Combustibles 

No  record  is  of  greater  importance  to  the  officers  of  the  fire  bureau  than 
complete  record  of  the  places  where  inflammables,  explosives,  and  combustible 
are  handled  and  stored ;  consequently,  it  is  of  importance  that  the  bureau 
fire  and  its  officers  maintain  a  complete  list  of  all  places  licensed  to  sell,  mam 
facture,  store  or  use  combustibles,  explosives  or  inflammables.     The  location 
these  places  should  also  be  well  known  to  the  officials  of  the  bureau,  since  the 
create   a  specially  hazardous   condition.     For  this   purpose,   the   chief  shoult 
establish  a  card  record  of  all  such  places. 

A  Record  of  Moving  Picture  Shows  and  Theaters 

Inasmuch  as  moving  picture  shows  and  theaters  are  of  an  extra  hazardoi 
nature,  because  of  the  possibility  of  injury  to  life  and  limb  through  panic  evei 
though  a  fire  may  of  itself  do  little  or  no  damage,  it  is  important  that  such 
places  be  under  continuous  inspection  and  observation  of  the  officers  of  tlu 
bureau  of  fire. 

In  order  that  the  officers  of  the  fire  bureau  may  have  complete  knowledge  of 
these  places,  it  is  recommended  that  the  chief  establish  a  complete  card  record 
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of  all  theaters,  moving  picture  show-houses,  and  other  places  where  Large  num- 
bers Of  people  inert. 

The  information  contained  upon  these  records  should  be  detailed  in  its 
descriptions  of  the  exits,  fire-fighting  appliances,  and  all  others  matters  of 
which  the  firemen  should  have  an  intimate  knowledge.  There  should  also  be  in 
the  office  of  the  chief  complete  floor  plans  of  the  building,  upon  which  should 
he  plainly  indicated  the  position  of  each  stairway,  lobby,  corridor,  passage  or 
hall,  and  exit  doors,  including  the  basement  from  the  street  front  to  the 
extreme  rear  portion,  the  open  courts  and  exits  therefrom,  the  position  of 
■very  water  and  gas  pipe  and  every  electric  wire,  and  the  position  of  every 
water  main,  standpipe  or  hydrant  and  every  line  of  sprinkler  pipe,  with  the 
lines  connecting  each  separate  system  of  piping  and  electric  wires  indicated 
so  as  to  be  clearly  distinguishable.  An  index  of  sueh  lines  should  be  given 
on  each  plan.  The  plans  should  be  made  on  tracing  iinen  and  drawn  to  a 
scale  of  not  less  than  eight  feet  to  the  inch.  The  adoption  of  an  ordinance  com- 
pelling the  filing  of  sueh  plans  is  recommended. 

Daily  Reports  By  Firemen  Assigned  to  Theaters 

The  present  card  record  of  inspections  of  theaters  by  firemen  on  duty  dur- 
ing performances  is  adequate  and  should  be  continued. 

Record  of  Apparatus 

The  record  of  apparatus  maintained  by  the  superintendent  of  engines  is 
in  accordance  with  good  practice,  and  should  be  continued. 

Running  Card 

The  running  card  of  the  department  is  well  arranged,  and  due  care  is  taken 
to  keep  it  currently  posted  as  to  changes  in  the  schedule. 

Surgical  Records 

The  records  which  should  be  maintained  by  the  surgeon  include  a  card  rec- 
ord to  show  in  detail  the  findings  on  the  original  examination,  the  examina- 
tion at  the  end  of  the  probationary  period  and  each  annual  examination;  and 
a  list  of  all  illnesses  of  each  member  showing  the  date  reported,  the  diagnosis, 
the  probable  cause,  the  treatment,  the  time  excused  from  duty,  the  date  of 
return.  The  surgeon  should  make  a  monthly  report  to  the  commissioners 
similar  to  the  report  now  made,  but  the  total  number  of  days  of  illness  dur- 
ing the  current  year  for  each  man  reported  on  the  list  should  be  shown.  Each 
report  should  show  the  total  number  of  days  illness  for  the  current  period,  for 
the  preceding  month,  and  for  the  entire  year  to  date,  with  the  same  informa- 
tion concerning  the  same  period  of  the  preceding  year. 
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Annual  Report 

If  the  records  suggested  above  are  efficiently  maintained,  it  will  be  pos- 
sible to  issue  a  comprehensive  annual  report  which  will  be  of  administrative 
value.  The  issuance  of  such  a  report  is  recommended.  It  is  essential  that  the 
annual  report  contain  a  comprehensive  financial  statement  which  will  show  in 
tabular  form  the  unit  cost  of  furnishing  fire  protection,  the  per  capita  fire 
loss,  the  moneys  appropriated  for  the  bureau,  the  disbursements  on  account  of 
salaries,  repairs,  supplies,  equipment,  maintenance  of  horses  and  apparatus, 
etc.,  year  by  year,  for  a  period  of  five  years.  No  table  in  this  report  should 
fail  to  show  a  comparison  with  previous  years. 

A  section  of  the  report  should  be  devoted  to  the  force,  in  which  should 
appear,  among  other  statements,  tables  showing  the  number  of — 

Appointments ; 

Transfers ; 

Promotions ; 

Retirements ; 

Deaths ; 

Dismissals ; 

Trials  upon  charges  and  dispositions ; 

Reinstatements ; 

Days  lost  by  firemen  due  to  illness; 

Prevailing  causes  of  illness ; 

Days  lost  by  firemen  due  to  injuries  received  in  the  performance  of 

duty ; 
Commendations  awarded  to  firemen; 
Sanitary  condition  of  the  fire  houses. 

The  report  should  show  in  tabular  form  complete  statistics  of  fires,  in- 
cluding the  number  of  fires  confined  to  the  point  of  starting,  confined  to  the 
building,  extending  to  other  buildings,  extinguished  without  engine  stream, 
extinguished  with  one  stream,  two  st reams,  three  streams,  etc.,  extinguished 
by  chemicals,  and  as  much  detailed  information  concerning  the  method  of 
extinguishing  as  possible.  There  should  also  be  a  table  showing  the  number 
of  fires,  month  by  month,  between  the  hours  of  6  a.  m.  and  6  p.  m.,  and 
6  p.  m.  and  6  a.  m.  The  number  of  fire  prevention  inspections,  month  by 
month,  and  the  result  of  such  inspections  as  to  orders  issued,  violations 
found,  orders  complied  with,  prosecutions  brought,  fines  collected,  and  con- 
ditions remedied,  should  be  shown  in  another  table.  The  classes  of  buildings 
in  which  fires  occur,  classified  as  to  tenement,  flat,  dwelling,  factory,  loft 
building,  freight  depot,  sub-classified  as  to  number  of  floors  and  type  of 
construction,  to-wit :  brick,  frame,  steel,  fire-resisting,  semi-fire-resisting, 
should  be  indicated.  The  nature  of  the  business  conducted  in  the  part  of  the 
building  in  which  fire  occurs  should  be  shown  in  this  table,  care  being  taken 
to  indicate  any  hazardous  condition  in  connection  with  the  business  occu- 
pying the  premises  in  which  the  fire  occurred.  For  example,  if  the  business 
be  a  grocery  store,  it  should  be  indicated  whether  or  not  the  store  hail  a 
kerosene  oil  tank.     The  probable  causes  of  the  fires  should  be  reported.     In 
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ibing  the  methods  used  in  fighting  fires,  the  actual  number  of  men 
Vigaged  al  each  fire  should  be  shown.  Fires  in  which  the  Loss  was  high 
should  be  described  in  detail  and  also  any  loss  which  was  the  result  of 
delay,  care  being  taken  to  report  accurately  and  honestly  upon  the  cause 
of  the  delay,  such  as  bursting  hose,  lack  of  water  pressure,  defective 
hydrants,   etc. 

POLICE  COURT 

The  survey  of  the  police  court  was  eoniined  to  an  examination  of  the 
procedure  within  that  court  which  relates  to  the  presentation  and  handling 
of  cases   by   the    police   department.     The   police   court   is   composed    of   four 

par's,   which   are  ter d   "departments"   in    the   charter.      Each   department 

is  presided  over  by  a  police  court  judge  who  receives  $3,600  per  year  and 
is  elected  by  the  people  for  a  term  of  four  years.  The  maintenance  of  the 
records  is  under  the  supervision  of  the  county  clerk,  who  serves  as  clerk 
to  all  of  the  courts. 

Jurisdiction  of  Court 

The  charter  defines  the  procedure  and  jurisdiction  of  the  police  court  and 
the  qualifications  of  its  judges.  The  police  court  is  given  "exclusive  juris- 
diction of  all  prosecutions  for  the  violation  of  ordinances  by  the  board  of 
supervisors,  concurrent  jurisdiction  with  the  superior  court  over  all  other 
misdemeanors,  and  the  examination  of  all  felonies  committed  in  the  city 
and  county,  and  the  same  powers  in  all  criminal  actions,  cases,  examinations 
and  proceedings  as  are  now  or  may  later  be  conferred  upon  justices  of  the 
peace".  Thus,  all  persons  arrested,  with  the  exception  of  those  taken  into 
custody  as  the  result  of  a  grand  jury  indictment,  are  arraigned  in  the 
police  court. 

All  of  the  proceedings  of  the  police  court  are  recorded  stenographically, 
and,  because  the  proceedings  in  this  court  are  reviewable  on  a  writ  of  habeas 
corpus,  the  testimony  taken  is  transcribed  in  practically  all  cases. 

A  representative  of  the  district  attorney's  office  attends  all  sessions  of 
the  police  court. 

Term  of  Office  of  Judges  Should  Be  Ten  Years 

The  police  courts  may  be  said  to  be  of  more  importance  to  the  mass  of 
people  than  the  higher  tribunals.  The  judges  of  these  courts  come  in  close 
contact  with  the  case  in  the  first  instance.  They  deal  concretely  and  prac- 
tically with  every-day  affairs  of  vast  numbers  of  people  and  have  great 
power  for  good  and  for  evil. 

In  the  interest  of  proper  administration  of  justice,  the  court  must  be  kept 
free  from  political  interference,  advice  or  suggestion,  and  its  judges  must 
be  beyond  the  control  of  the  political  leaders  of  the  community. 
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Without   intimating   or    even    suggesting   that   the   police    courts   in    San 
Francisco  are  in  any  manner  subject  to  political  control,  it  is  nevertheles 
important  to  point  out  that  experience  in  other  cities  has  shown  the  elect  ioi 
of  police  court  judges  by  popular  vote  and  for  short  terms  to  be  not  coi 
ducive  to  an  impartial  administration  of  justice. 

Therefore,  it  is  recommended  that  the  charter  be  amended  so  as  to  pro- 
vide that  the  judges  of  the  police  courts  shall  be  appointed  by  the  mayor 
for  a  term  of  not  less  than  ten  years. 

Organization  of  Court  Defective 

The  charter  provides  that  one  of  the  four  judges  shall  be  selected  as  pre- 
siding judge,  but  confers  upon  him  no  powers  of  supervision  or  direction 
except  that  he  may  have  the  right  to  assign  the  judges  to  the  respective 
departments.  Thus  the  court  is  divided  into  four  departments,  which  means 
merely  that  four  separate  rooms  are  used  for  the  holding  of  the  sessions  of 
the  court,  these  rooms  being  known  as  Departments  1,  2,  3,  and  4.  All  of 
the  judges  have  concurrent  jurisdiction,  and  the  procedure  followed  in  the 
courts  in  the  four  departments  is  identical. 

Under  the  present  procedure,  the  calendars  for  each  of  the  differed 
departments  are  prepared  by  a  police  officer.  This  officer  goes  to  the  city 
prison  each  morning  and  from  the  record  of  arrests  prepares  the  calendars 
for  the  four  departments.  He  is  in  absolute  control  of  the  assignment  of 
these  cases.  His  practice  is  to  divide  the  cases  on  a  numerical  basis  between 
the  four  judges. 

Although  it  is  not  intended  to  suggest  that  this  officer  prepares  his  cal- 
endars according  to  prejudice  or  favoritism,  yet  it  is  conceivable  that  this 
practice  would  make  it  possible  for  a  police  officer  working  in  collusion 
with  a  defendant  or  his  attorney  to  make  assignments  based  on  the  prefer- 
ence of  the  attorney  or  the  defendant. 

By  virtue  of  this  method  of  assigning  cases,  all  four  judges  are  holding 
hearings  on  misdemeanors,  felonies  and  violations  of  corporation  ordinances 
in  the  ordinary  course  of  business  on  the  same  day.  The  efficiency  of  the 
court  is  thereby  reduced  and  the  public  is  inconvenienced.  It  is  required  b] 
law  that  felony  cases  shall  be  heard  before  misdemeanors,  thereby  causinf 
defendants,  witnesses  and  counsel  in  misdemeanor  cases  to  remain  at  coi 
until  the  hearings  in  felony  cases  are  concluded.  The  hearings  in  felonj 
cases  take  considerable  time,  depending  upon  the  crime  charged  and  the 
amount  of  testimony  to  be  taken.  Inasmuch  as  the  procedure  in  the  Stat 
of  California  requires  more  than  the  establishment  of  a  prima  fac-k  case 
before  a  person  may  be  held  for  trial,  these  felony  hearings  result  in  what 
is  practically  a  trial  of  the  case  in  the  police  court. 

It  would  be  conducive  to  efficiency  if  the  law  were  amended  so  as  to  pro- 
vide for  organization  into  various  departments  or  terms,  such  as  terms  for 
the  hearing  of  misdemeanor  cases,  terms  for  the  hearing  of  felony  cases,  and 
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terms  for  the  hearing  of  violations  of  corporation  ordinances,  the  judges  to 
be  assigned  to  sit  in  the  various  terms  in  rotation.  Tims,  all  felony  cases 
would  be  referred  to  the  felony  department  and  all  misdemeanor  cases  to 
the  misdemeanor  department.  Since  practically  all  violations  of  the  corpor- 
ation ordinances  require  the  attendance  in  court  of  representatives  of  the 
various  municipal  departments,  such  as  health,  tire,  weights  and  measures, 
and  public  works,  and,  since  to  produce  an  efficient  enforcement  of  the 
municipal  ordinances,  it  is  essential  that  the  judge  or  judges  passing  upon 
these  cases  shall  to  a  certain  degree  specialize  in  the  laws  relating  to  this 
procedure,  it  is  recommended  that  these  cases  be  heard  in  a  special  term  to 
be  called  the  "municipal  term".  It  would  not  be  necessary  to  hold  daily 
sessions  of  this  term,  but  merely  to  designate  certain  days  of  the  week  as 
municipal  term  days.  The  administrative  heads  of  the  city  departments  and 
the  bond  and  warrant  division  should  be  instructed  to  make  all  warrants, 
subpoenas  or  summonses  relating  to  the  assignment  of  corporation  ordinances 
returnable  on  these  days. 

The  establishment  of  this  term  would  be  of  tremendous  value  to  the  city 
officials  having  to  do  with  the  enforcement  of  municipal  ordinances,  since  a 
nidge  specializing  in  this  practice  wrould,  it  is  reasonable  to  believe,  give 
considerably  more  attention  to  the  hearing  of  these  complaints  than  a  judge 
who  had  just  conducted  a  series  of  felony  hearings  as  under  the  present 
practice.  Moreover,  the  establishment  of  this  term  would  enable  the  in- 
spectors for  the  various  city  departments,  who  are  usually  complainants  in 
these  municipal  cases,  to  arrange  their  work  in  such  a  manner  as  to  make 
their  appearances  in  court  less  inconvenient  and  less  of  an  interference  with 
their  routine  work.  Further,  it  would  obviate  contact  between  those  charged 
with  minor  offenses  aud  those  charged  with  criminal  offenses  and  the  usual 
type  of  habitue  of  the  police  courts. 

The  Procedure  Does  Not  Provide  for  an  Immediate 
Arraignment  of  Prisoners 

The  charter  requires  that  the  judges  of  this  court  shall  try  all  cases  as 
speedily  as  possible  and  they  must  refuse  continuances  or  postponements 
after  the  first  calling  of  a  case  for  trial  except  upon  affidavit  showing  the 
cause  therefor.  The  intent  of  this  section  of  the  charter  is  evidently  to 
provide  so  far  as  possible  for  a  prompt  and  speedy  arraignment  of  prisoners 
and  disposition  of  their  cases,  but  the  present  procedure  in  the  police  court 
does  not  comply  with  the  spirit  of  this  law.  The  court  convenes  each  morn- 
ing with  the  exception  of  Sundays  and  holidays  at  about  10  o'clock.  The 
length  of  time  the  court  remains  in  session  depends  in  a  large  measure  upon 
the  length  of  the  calendar,  or,  in  other  words,  the  number  of  cases  waiting 
to  be  heard.  These  calendars  are  prepared  at  5  o'clock  in  the  afternoon 
and  contain  the  cases  in  which  arrests  were  made  since  5  o'clock  of  the 
preceding  day.     Thus,  a  person  arrested  after  5  o'clock  of  one  day  is  not 
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given  a  hearing  until  the  second  day  following,  thereby  being  forced  eithe| 
to  remain  in  jail  or  obtain  bail.  This  holds  true  notwithstanding  how  few 
cases  may  be  on  the  court  calendar.  While  examinations  in  continued  felony 
cases  are  frequently  conducted  during  the  afternoon,  practically  all  of  the 
courts  adjourn  before  noon.  Since  the  sessions  of  the  police  court  last  hut 
a  few  hours  each  day,  professional  bondsmen  thrive  in  the  city,  and  it  is 
necessary  to  maintain  an  expensive  city  prison.  The  cost  of  maintaining 
the  city  prison  is  further  increased  because  of  the  freedom  with  which 
judges  grant  continuances. 

As  an  illustration  of  the  inconvenience  afforded  the  citizen  and  the  police 
department  by  reason  of  the  short  sessions  of  the  police  court,  may  be  cited 
the  fact  that  on  Saturday,  July  1st,  the  police  court  adjourned  shortly  before 
noon.  There  were  no  sessions  held  again  until  the  morning  of  Wednesday. 
July  5th.  In  the  meantime  it  was  not  possible  for  citizens  or  police  to  obtain 
warrants  except  through  the  courtesy  of  one  of  the  superior  court  judges 
who  remained  in  the  city  over  the  holiday.  Needless  to  say,  the  professional 
bondsmen  profited  considerably  during  this  period,  and  surely  sonic  persona 
unable  to  secure  bail,  were  detained  at  the  city  prison. 

Court  Should  Be  in  Session  During  the  Entire  Business  Day 

The  amount  of  work  represented  by  the  total  number  of  cases  handled 
during  the  fiscal  year  1915-16  would  indicate  that  three  departments  remain- 
ing in  session  during  the  entire  business  day  could  conveniently  handle  the 
business  of  the  police  court.  Therefore,  it  is  recommended  that  the  charter 
be  amended  so  as  to  provide  for  the  appointment  of  but  three  police  judge! 
instead  of  four,  and  that  the  session  of  the  police  court  be  from  8:30  a.  m. 
to  4:30  p.  m.  If  this  were  done,  police  officers  making  arrests  during  their 
night  tours  of  duty  would  not  be  required  to  sit  in  attendance  at  the  police 
court  until  11  o'clock,  and  a  person  arrested  during  the  day  could  be  immedi- 
ately arraigned,  thereby  giving  to  the  defendant  his  legal  rights  and,  at  the 
same  time,  reducing  the  cost  of  maintaining  the  city  prison. 

It  was  contended  by  one  of  the  judges  that  the  salary  paid,  namely. 
$3,600  a  year,  was  not  sufficient  to  permit  a  judge  to  devote  his  entire  day 
to  the  court  work.  While  the  contention  of  this  judge  is  not  wholly  sound, 
nevertheless  it  would  be  more  economical  and  certainly  more  conducive  to 
the  equitable  administration  of  justice  to  pay  higher  salaries,  if  necessary, 
in  order  to  keep  the  courts  open  during  the  entire  business  day. 

No  Night  Court  Necessary 

The  establishment  of  a  night  court  has  been  suggested  and  discussed  H 
persons  interested  in  the  police  service  and  the  police  courts.  Notices  of 
arrests  made  show  that  the  majority  of  the  persons  taken  into  custody 
during  the  night  are  charged  with  public  intoxication.  These  persons  are 
never  arraigned  in  the  court,  but  are  discharged  in  the  city  prison  by  the 
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lieutenants.  The  number  of  cases  and  the  offenses  charged  are  not  such  as 
would  warrant  the  establishment  of  a  night  court.  A  study  of  the  records 
of  arresl    indicates  thai    what    is   most    needed    is  a   day  court. 

No  Special  Court  for  Women 

No  provision  is  made  for  hearing  separately  the  cases  in  which  women 
are  defendants.  Although  it  is  customary  for  some  of  the  judges  to  require 
male  spectators  to  leave  the  court-room  during  the  trial  or  hearing  of  a 
involving  a  young  woman,  this  practice  is  not  followed  in  all  cases  in 
which  women  are  defendants.  The  present  method  of  handling  women's 
cases  is.  to  say  the  hast,  not  in  accordance  with  modern  procedure.  There 
is  no  reason  why  the  women  defendants  should  not  be  tried  separately.  It 
is  not  necessary  to  establish  a  separate  court  for  women,  bid  merely  to 
assign  all  female  cases  to  the  same  department,  and  hold  a  special  session 
either  before  or  after  the  male  cases  are  disposed  of.  The  number  of  cases 
in  which  women  are  defendants  is  comparatively  small.  Therefore,  it  is  sug- 
gested that  one  of  the  judges  hold  court  at  some  time  during  the  morning 
in  the  women's  division  of  the  city  prison,  provided,  of  course,  that  such  a 
procedure  would  be   lawful. 

Need  for  an  Investigation  Into  Causes  of  Police 
Court  Dismissals 

During  the  fiscal  year  from  July  1,  1915,  to  June  30,  1916,  31,826  mis- 
demeanor cases  were  handled  by  the  police  court,  of  wdiich  562  were  pending 
cases  from  the  previous  year.  For  the  same  period,  3,688  felony  cases  were 
heard,  of  which  649  were  pending  from  the  preceding  year.  Thus,  the  total 
number  of  cases  handled  in  the  police  court  for  the  year  was  35,514. 

Of  the  31,826  misdemeanor  cases,  but  5,211  cases  resulted  in  convictions, 
while  26,056  resulted  in  a  dismissal  in  the  police  court.  There  are  still  pend- 
ing 559  misdemeanor  cases.  Of  the  3,688  felony  cases,  but  754  were  held 
for  trial  in  the  superior  court,  and  2,147  were  dismissed  by  the  police  court 
judges.  There  are  still  pending  787  cases.  The  following  record  of  the 
county  clerk  for  the  fiscal  year  1915-16  shows  the  business  transacted  in 
the  police  court  during  that  period : 

Number  of  misdemeanors  filed —  Totals. 

From  January  1,  1912,  to  June  30,  1916 103,679 

Number  of  misdemeanors  pending  June  30,  1915 262 

Number  of  misdemeanors  filed — 

From  July  1,  1915,  to  June  30,  1916 31,564  31,826 

Number  of  misdemeanors  dismissed 26,056 

Number  of  convictions 5,211 

Number  of  misdemeanors  pending  June  30,  1916 ....        559  31,826 
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Number  of  felonies  filed —  Totals. 

From  January  1,  1912,  to  June  30,  1916 12,201 

Number  of  felonies  pending  June  30,  1915 649 

Number  of  felonies  filed — 

From  July  1,  1915,  to  June  30,  1916 3,039  3,688 

Number  of  felonies  held  to  answer 754 

Number  of  felonies  dismissed 2,147 

Number  of  felonies  pending  June  30,  1916 787  3,688 

Appeals 

Appeals  taken  from  July  1,  1912,  to  June  30,  1916 208 

Appeals  pending  June  30,  1915 30 

Appeals  taken  from  July  1,  1915,  to  June  30,  1916 33  63 

Appeals  affirmed  13 

Appeals  modified  14 

Appeals  reversed  21 

Appeals  dismissed 

Keserve  calendar 1 

Appeals  pending  June  30,  1916 14  63 

An  analysis  of  the  disposition  of  these  cases,  showing  as  it  does  that  four 
out  of  every  five  cases  are  dismissed  in  the  police  court,  leads  to  either  one 
or  more  of  the  following  conclusions:  The  policemen  are  making  a  vast 
number  of  unnecessary  arrests;  the  police  judges  are  needlessly  issuing  war- 
rants; the  police  court  is  not  co-operating  with  the  police  department  in  its 
effort   to  suppress  crime. 

In  any  event,  the  number  of  dismissals  is  so  high  as  to  indicate  strongly 
the  need  for  an  investigation  to  disclose  the  actual  cause.  It  is  the  opinion 
of  the  police  officers,  for  the  most  part,  that  the  judges  are  not  co-operating 
with  the  police,  and,  while  this  belief  exists,  the  efficiency  of  the  police  force 
is  necessarily  decreased.  Interviews  with  superior  officers  in  the  police 
department  indicate  clearly  that  the  policemen  have  become  discouraged 
by  reason  of  their  inability  to  secure  convictions  in  the  police  court. 

No  Co-operation  With  Police  in  Suppressing 
Professional  Beggars 

During  the  past  fiscal  year  the  police  arrested  10,477  professional  beggars, 
or  what  are  termed  "moochers".  Of  this  number,  8,899  were  discharged 
from  the  police  court  without  punishment.  The  mendicant  in  San  Francisco 
presents  a  police  problem  vastly  different  from  the  mendicants  in  most  other 
communities.  These  professional  beggars  patrol  the  main  thoroughfares  of 
the  city  in  large  numbers,  annoying  and  threatening  pedestrians.  While  a 
large  number  of  mendicants  are  operating  upon  the  streets  who  are  cripples 
and  unable  to  secure  employment,  yet  this  number  is  small  compared  with 
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the  Dumber  of  men  who  are  physically  able  to  work  but  are  unwilling  to 
do  so.  These  beggars  for  the  most  part  come  into  the  city  from  other  parts 
of  the  State  and  the  country.  They  are  threatening  in  their  manner  of 
Approach   and   many  of  them   are  addicted  to  the  use  of  drugs. 

It  is  not  uncommon  for  a  beggar  of  this  class  to  resort  to  crimes  of 
violence  upon  the  highways,  and  many  hold-ups  and  highway  robberies  may 
be  attributed  to  them.  Of  these  facts,  the  police  are  cognizant  and,  judging 
from  the  number  of  arrests  made,  make  every  effort  to  suppress  this  con- 
dition. That  they  are  unsuccessful  and  that  the  main  thoroughfares  of  San 
Francisco  are  patrolled  by  hundreds  of  these  characters  are  results  that 
may  be  traced  directly  to  the  lack  of  co-operation  on  the  part  of  the  police 
judges.  The  following  table  shows  the  number  of  medicants  or  professional 
beggars  arrested  by  the  police  month  by  month  for  a  period  of  a  year  and 
the  manner  in  which  these  cases  were  disposed  of  in  the  police  court: 

POLICE  CASES. 
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Total  number  of  arrests    632  729  684  679  924  1217  1371  1283  1083  844  641  390 

Total  number  of  convictions   67     89  112  100  120     101     204     250     132     86     74     64 

Total  number  of  acquittals    555  621  556  564  800  1089  1123  1025 


Total  number  of  cases  O.  R 9 

Total  number  of  bail  forfeited  

Total  number  of  cases  pending  

Total  number  to  probation  officer  . .  . 
Total  number  to  Juvenile  Home   .... 

Total  number  to  Relief  Home  

Total  number  to  City  and  County 

Hospital   

Total  number  cases  continued  

Total  number  to  Detention  Hospital. 

Total  number  to  Almshouse    

Total  number  cases  to  Juvenile  Court 
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12 
14 


946  741  559  320 
1  11   5  4 
1   ..  .. 
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COUNTY  JAIL 

For  the  detention  of  accused  persons  awaiting  trial  and  the  correctional 
treatment  of  persons  convicted  of  misdemeanors,  a  county  jail  is  maintained. 
It  is  under  the  supervision  of  the  sheriff,  who  is  responsible  for  the  safe- 
keeping of  prisoners  delivered  to  him  under  commitment  of  the  courts. 
Three  branches  of  the  county  jail  are  maintained,  known  as  Jails  Nos.  1, 
2,  and  3. 

Jail  No.  1,  which  is  under  the  immediate  charge  of  the  under-sheriff,  is 
a  building  of  modern  jail  construction.  It  is  used  for  the  detention  of 
federal  prisoners  and  accused  persons  awaiting  trial. 

Jail  No.  2  is  the  old  county  jail  building  and  is  used  for  the  detention 
)f  prisoners  committed  after  conviction.  This  jail  is  under  the  immediate 
marge  of  a  superintendent,  who  is  appointed  pursuant  to  civil  service 
'egulations. 
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Jail  No.  3  is  used  exclusively  for  women  prisoners,  both  awaiting  trial 
and  committed  after  conviction. 


Ample  Provision  Made  for  Detention  of  Prisoners 
Awaiting  Trial 


Jail  No.  1,  in  which  federal  prisoners  and  persons  awaiting  trial  are 
detained,  is  a  well  equipped  modern  jail.  Its  management,  for  the  most 
part  by  the  under-sheriff,  may  be  said  to  be  good.  Upon  inspection,  the 
jail  was  found  to  be  clean  and  in  good  condition.  It  was  apparent  that  the 
under-sheriff  and  his  subordinates  exercise  diligence  in  protecting  the  jail 
property. 


County  Jail  a  School  of  Crime 


Because  of  the  absence  of  any  correctional  program,  the  failure  to  pro- 
vide industries  for  the  prisoners,  the  failure  to  segregate  prisoners  in  accord- 
ance with  their  criminal  history,  and  the  toleration  of  associations  between 
prisoners,  the  county  jail  may  be  said  to  be  a  school  of  crime. 

The  whole  term  of  imprisonment  of  persons  committed  to  the  county 
jail  is  spent  in  idleness.  No  industries  are  provided,  no  program  for  the 
correctional  reform  of  the  prisoners  has  been  developed,  no  discipline  is 
maintained — the  whole  effort  of  the  prison  management  is  being  confined 
to  the  physical  detention  of  the  prisoners  during  their  term  of  commitment. 
Therefore,  the  county  jail  as  a  correctional  institution  is  an  absolute  failure. 

While  it  is  essential  in  the  interest  of  justice  that  accused  persons  de- 
tained pending  trial  should  be  accorded  every  reasonable  comfort  and  jai 
convenience,  it  is  equally  important  that  care  should  be  taken  to  provide 
for  the  segregation  of  the  different  types  of  prisoners  and  to  prevent  the 
old  offenders  and  prisoners  with  criminal  records  from  associating  with 
first  offenders. 

At  Jail  No.  1,  during  what  are  known  as  exercise  periods,   which  cove 
practically  the  entire  day,  all  prisoners  are  permitted  to  assemble  in  grouj 
and  to  spend  their  time  as  they  see  fit.     Many  groups  of  prisoners   wel 
observed  engaged  in  card  playing  and  discussion  about   the  jail  corridors. 
No  greater  mistake  in  jail  management  could  be  made  than  the  toleratioi 
of  this  practice.     This   condition   was  found   to   exist   in   all  three   branches 
of  the  jail. 


Jail  No.  2  In  Deplorable  Condition 

While  it  is  true  that  the  buildings  occupied  as  Jail  No.  2  are  old,  insani- 
tary and  in  very  poor  condition,  so  that  it  is  practically  impossible  to  keej 
them  clean,  nevertheless  the  deplorable  condition  in  which  the  cells  were 
found  may  be  said  to  be  due  directly  to  the  lack  of  discipline  and  the 
inefficient  management  of  this  institution. 
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Not  i>!il.\  were  the  cells  found  to  be  unclean  and  insanitary,  but  the 
entire  jail  gave  every  indication  of  the  absence  of  efficiency  in  jail  man- 
agement. 

During  the  course  of  the  inspection,  there  were  222  prisoners  housed  in 
this  jail.  Of  tins  number,  about  120  were  employed  at  tasks  about  the 
buildings  and  the  grounds  which  gave  employment  to  them  for  a  few  hours 
each  day.  The  remaining  102  were  compelled  to  remain  in  absolute  idleness 
—spending  their  time  as  they  saw   tit. 

During  the  winter  months,  the  population  of  this  jail  is  frequently  more 
than  400 — thus  increasing  the  oumber  of  idlers  at  the  jail  by  about  275. 

Women's  Prison  Should  Be  Abandoned 

Jail  Xo.  3,  in  which  arc  detained  women  prisoners,  is  an  old  wooden 
structure  containing  28  wooden  cells.  The  jail  is  in  charge  of  a  matron 
and  two   assistant   matrons. 

This  building  is  not  only  unsuited  for  use  as  a  detention  place  for  women, 
but  it  is  a  menace  to  the  lives  of  those  imprisoned  within  it.  Should  a  fire 
occur  in  this  building,  it  would  be  practically  impossible  to  safely  remove 
the  inmates. 

This  building  should  be  vacated  at  once.  Until  a  properly  equipped 
workhouse  or  county  jail  is  provided,  the  women  prisoners  should  be  trans- 
ferred to  and  detained  at  the  city  prison. 

As  in  the  men's  prison,  no  industries  at  all  are  provided  for  the  women 
prisoners  and  they  are  required  to  remain  in  idleness  during  their  entire 
term  of  commitment. 

Need  for  a  New  County  Jail  and  the  Adoption  of  an 
Intelligent  Correctional  Program 

It  would  be  almost  useless  to  recommend  in  this  report  the  adoption  of 
standard  prison  procedure  or  to  attempt  to  effect  reforms  in  the  manage- 
ment of  the  county  jail  while  the  old  building  now  serving  as  the  county 
jail  is  retained.  Since  it  is  practically  impossible  to  effect  any  of  the  much 
aeeded  reforms  in  management,  such  as  the  installation  of  industries  to 
occupy  the  time  of  the  men  and  make  their  stay  in  the  prison  of  value  to 
themselves  and  the  community,  or  the  proper  segregation  of  prisoners  and 
the  maintenance  of  discipline  to  aid  in  the  operation  of  correctional  reform, 
t  would  be  futile  to  suggest  in  this  report  any  radical  changes  in  procedure 
with  regard  to  the  management  of  this  jail. 

The  first  and  most  urgent  need  is  a  new  correctional  institution  to  which 
nisdemeanants  may  be  committed  for  correctional  treatment.  Before  plan- 
ling,  however,  for  the  construction  of  a  new  correctional  institution,  a  study 
should  be  made  of  the  most  improved  methods  of  handling  and  caring  for 
nisdemeanants  and  those  in  need  of  correctional  treatment.  As  the  result 
)f  such  a  study,   an  intelligent   and   definite  plan   of  treatment   should   be 
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developed  and  the  plan  of  construction  of  the  institution  should  be  made  to 
fit  the  correctional  program  rather  than  trying  to  make  the  program  fit 
the  institution. 

So  far  from  intelligent  is  the  present  method  of  handling  and  caring  for 
misdemeanants  that  the  board  of  supervisors  should  immediately  endeavor 
to  effect  a  reform  in  this  branch  of  the  city  service.  The  city  spends  more 
than  $100,000  a  year  in  maintaining  this  institution  and  receives  very  little 
in  return,  for  it  can  be  said  with  certainty  that  the  detention  of  prisoner! 
in  the  county  jail  is  in  no  wise  benefitting  the  inmates  or  the  city  at  large. 

Indeterminate  Sentence  Should  Be  Provided 

As  a  first  step  in  developing  a  correctional  program,  it  is  absolutely 
necessary  that  provision  should  be  made  by  statute  for  the  imposition  of  an 
indeterminate  sentence — thus  making  it  possible  for  those  in  charge  of  the 
correctional  work  of  the  city  to  observe  at  length  persons  committed  to  their 
care  and  to  determine,  after  an  intelligent  study,  the  needs  of  such  persons 
and  the  time  required  to  administer  the  necessary  treatment.  Such  a  law 
as  is  now  in  effect  in  the  City  of  New  York  with  relation  to  the  commitment 
for  an  indeterminate  sentence  of  misdemeanants  is  recommended  for  the 
consideration  of  the  legislature  in  drafting  a  suitable  law  for  San  Francisco. 

With  the  adoption  of  an  indeterminate  sentence  statute,  a  procedure  for 
obtaining  reliable  information  concerning  all  persons  committed  to  the  cor- 
rectional institution  should  be  adopted.  This  procedure  should  require  that 
all  persons  committed  be  fingerprinted  in  order  to  detect  old  offenders. 

Establishment  of  an  Inebriety  Farm  Recommended 

It  is  the  conclusion  of  other  large  cities  that  for  many  years  an  error 
has  been  made  in  committing  habitual  drunkards  and  those  addicted  to  t  la- 
use  of  drugs  to  prisons  and  correctional  institutions.  Therefore,  it  is  recom- 
mended that  the  city  of  San  Francisco  establish  an  inebriety  farm  to  which 
drunkards  and  persons  addicted  to  the  use  of  drugs  may  be  committed. 

While  the  procedure  for  the  handling  of  such  cases  and  their  treatment 
is  as  yet  largely  in  the  experimental  stage,  it  is  a  fact  that  in  so  far  as  the 
experiment  has  progressed  in  the  City  of  New  York,  it  gives  every  indication 
of  being  a  solution  of  the  problem. 

It  is  suggested  that  in  considering  the  adoption  of  this  recommendation 
the  officials  secure  from  the  board  of  inebriety  in  the  City  of  New  York 
such  data  as  have  already  been  compiled  with  relation  to  the  procedure 
and  treatment  of  inebriety  cases. 

Changes  in  Procedure  Which  Should  Be  Effected  at  Once 

Pending  the  establishment  of  a  modern  correctional  institution,  ii  is 
recommended  that  the  sheriff  adopt  as  promptly  as  possible  rules  and  retru- 
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lations    governing    the    management    of    the    county    jail.      These    rules    and 
regulations   should   provide — 

1 — That  in  order  to  avoid  confusion  at  Jail  No.  1  the  prisoners  who  are 
to  be  delivered  to  court  each  morning  be  released  and  delivered  to 
tlio  deputy  sheriffs  before  the  remaining  prisoners  are  permitted  to 
Leave  their  cells  for  exercise; 

2 — That  instead  of  allowing  the  prisoners  to  congregate  in  groups,  playing 
cards,  holding  public  discussions  and  generally  entertaining  them- 
selves, a  definite  exercise  period  be  established  during  which  the 
prisoners  will  be  exercised  under  the  supervision  of  guards.  The 
exercise  periods  should  be  an  hour  in  the  forenoon  and  an  hour  in 
the  afternoon.  The  exercise  should  consist  of  walking.  During  all 
other  times  the   prisoners  should  be  confined  to  their  cells; 

3 — That  to  prevent  the  prisoners  in  the  jail  from  becoming  infected  with 
contagious  diseases,  prisoners  upon  admission  be  detained  in  certain 
cells  which  should  be  set  aside  as  reception  cells,  and  not  assigned 
to  regular  cells  until  after  the  city  physician  has  examined  them 
to  ascertain  whether  or  not  they  are  affected; 

4 — That  the  city  physician  make  a  careful  report  of  the  examination  of 
the  prisoners  with  detailed  information  as  to  bruises  or  wounds 
which  may  have  been  found  upon  the  prisoners; 

5 — That  no  prisoner  be  permitted  to  leave  the  jail  for  court  or  elsewhere 
except  upon  a  written  order  of  a  superior  court  judge,  a  police 
magistrate  or  the  district  attorney.  The  sheriff  should  make  ar- 
rangements with  the  district  attorney  and  the  clerk  of  the  superior 
court  to  have  a  written  order  furnished  the  under-sheriff  in  each 
case  where  a  prisoner  has  been  discharged  in  open  court  or  the 
presence  of  a  prisoner  is  required  in  court.  These  orders  should 
be  filed  and  made  a  part  of  the  records  of  the  sheriff's  office; 

6 — That  card  playing  or  gambling  in  any  form  be  prohibited  within  the 
jail; 

7 — That  the  prisoners  be  prohibited  from  defacing  the  walls  of  their  cells 
by  pasting  pictures  and  other  matter  upon  them,  and  from  carrying 
food  to  their  cells,  making  fires  in  their  cells  or  storing  clothing 
therein ; 

It  is  the  practice  to  permit  the  prisoners  to  keep  dress  suit  cases, 
bundles  of  clothing  and  such  packages  as  they  may  choose  in  their 
cells,  providing  they  do  not  retain  anything  which  would  aid  in 
making  an  escape.  The  result  is  that  it  is  almost  impossible  to  keep 
the  cells  clean  and  sanitary. 

The  sheriff  should  require  the  superintendent  of  Jail  No.  2  im- 
mediately to  cause  all  of  the  cells  in  that  jail  to  be  thoroughly 
cleansed  with  soap  and  water. 

8 — That  a  detailed  record  be  made  of  every  case  in  which  a  prisoner  is 
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punished — such  a  record  to  show  the  reason  for  the  punishment  and 
the  punishment  inflicted.  If  the  prisoner  is  placed  in  solitary  con- 
finement he  should  be  examined  by  the  city  physician  prior  to  being 
placed  in  the  cell  and  daily  during  solitary  confinement.  The  phy- 
sician should  be  required  to  make  a  written  report  to  the  sheriff 
upon  each  case.  The  superintendent  should  likewise  be  required  to 
make  a  written  report  to  the  sheriff  on  each  case. 

Laundry  Work  for  City  Institutions  Should  Be 
Done  By  Prisoners 

The  city  is  at  present  planning  to  make  certain  repairs  to  the  old  county 
jail.  Any  expenditure  of  money  to  repair  this  unsafe  and  dilapidated  build- 
ing would  constitute  a  waste  of  funds,  but  the  city  could  effect  an  economy 
by  installing  in  the  basement  of  Jail  No.  1  sufficient  laundry  machinery  to 
do  the  laundry  work  of  the  city  institutions  and  departments.  Such  machinery 
could  be  removed  at  any  time  to  a  new  correctional  institution  without 
excessive  cost. 

There  is  at  present  no  laundry  at  the  old  county  jail.  Each  prisoner  is 
required  to  do  his  own  washing  in  the  yard  in  an  open  brick  boiler.  This 
is  a  most  unsatisfactory  method  of  providing  clean  clothes  for  prisoners. 

With  an  expenditure  of  a  small  sum  of  money  for  machinery  and  the 
transfer  of  several  prisoners  from  the  old  county  jail,  all  the  laundry  work 
for  the  police  department,  fire  department,  hospitals,  and  other  city  depart- 
ments could  be  performed  at  the  county  jail.  Since  it  will  require  consid- 
erable time  to  construct  a  new  correctional  institution,  it  may  even  be 
profitable  to  locate  a  laundry  on  the  grounds  of  the  old  county  jail.  How- 
ever, this  would  add  to  the  cost  of  the  laundry  service  because  of  the  long 
haul  from  the  old  county  jail  to  the  center  of  the  city.  Some  plan  should 
be  adopted  to  have  the  laundry  work  performed  by  the  prisoners. 

Records 

The  records  maintained  at  present  at  the  county  jail  are  for  the  most 
part  adequate  and  well  kept. 

It  is  recommended  that  a  cost  accounting  system  be  installed  in  order 
to  ascertain  the  exact  cost  of  maintaining  this  institution.  It  is  estimated 
that  the  feeding  of  the  prisoners  averages  sixteen  cents  per  day.  This  figure, 
however,  is  not  arrived  at  as  the  result  of  a  cost  accounting  system. 

DEPARTMENT  OF  SEALER  OF  WEIGHTS  AND  MEASURES 

The  department  of  weights  and  measures  is  organized  as  an  administrative 
branch  of  the  government.  The  executive  head,  the  sealer  of  weights  and 
measures,  is  appointed  by  and  responsible  to  the  board  of  supervisors.  The 
present  incumbent  receives  a  salary  of  $2,400  a  year  and  was  appointed  by 
the  board  of  supervisors  in  1913.     While  the  term  of  office  of  the  sealer  is 
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fixed   at    four  years,   he  is.   however,  Bubjecl    to   removal   by   the  appointing 
power,  the  board  of  supervisors,  at  its  pleasure. 

The  office  of  city  scaler  of  weights  and  measures  is  created  by  a  statute 
which  provides  that  there  shall  be  appointed  in  each  county  a  sealer  of 
weights  and  measures  who  shall  be  under  the  direction  and  supervision  of 
the  State  superintended  of  weights  and  measures.  Pursuant  to  this  statute, 
an  ordinance  was  adopted  establishing  the  department  and  providing  funds 
for  its  maintenance.  Thus,  the  departmenl  is  financed  by  the  city  in  the 
tax  budget  but  operated  practically  under  State  supervision,  the  sealer  being 
responsible  to  the  State  superintendent  and  working  largely  under  his 
direction. 

Assistant  Sealers  Not  Under  Civil  Service 

To  assist  in  the  enforcement  of  the  laws  governing  weights  and  measures 
there  are  five  deputy  sealers,  each  of  whom  receives  an  annual  salary  of 
$1800.  These  sealers,  while  technically  appointed  by  the  sealer,  are,  in  fact, 
selected  by  the  members  of  the  board  of  supervisors. 

In  theory  and  by  law,  the  sealer  has  the  power  to  appoint  and  remove 
his  deputies,  but  because  this  office  has  been  used  as  a  means  of  distributing 
political  patronage,  the  actual  power  of  appointment  and  removal  is  exer- 
2ised  by  members  of  the  board  of  supervisors  unofficially.  Thus,  although 
the  office  was  only  established  in  1913,  there  has  been,  with  the  exception  of 
he  sealer  and  one  assistant,  a  complete  change  in  the  personnel  of  this  de- 
partment. 

The  inspection  of  weighing  and  measuring  devices  and  the  investigation 
jf  complaints  with  regard  to  their  fraudulent  use,  require  technical  knowl- 
edge and  training  such  as  can  only  be  acquired  after  continuous  service  in 
his  work.  Moreover,  to  become  expert  in  this  technical  position,  it  is  essen- 
ial  that  the  inspector  or  persons  procuring  appointment  shall  have  a  prac- 
ical,  fundamental  knowdedge  of  the  subject  of  weights  and  measures,  shall 
3e  physically  equipped  to  handle  the  heavy  weights  used  in  making  tests 
md  have  some  idea  of  scale  mechanics.  It  is  true,  however,  that  if  the 
nspector  upon  appointment  possesses  these  qualifications  in  an  ordinary 
legree,  by  careful  training  and  study  he  can  be  made  more  or  less  expert  in 
he  wrork,  but  if  his  appointment  is  made  for  political  reasons  and  his  selec- 
ion  is  not  dependent  upon  his  adaptability  for  this  work  and  his  term  of 
)ffice  is  dependent  upon  the  whim  of  his  political  masters  or  a  change  in  the 
political  make-up  of  the  government,  it  is  scarcely  possible  to  develop  this 
scientific  branch  of  the  service  to  a  high  degree  of  efficiency. 

The  history  of  this  department,  since  its  organization  four  years  ago  and 
in  examination  of  the  records  showing  the  number  of  inspections  made, 
nake  it  plain  that  the  inspection  force  of  this  office  has  been  very  active 
luring  political  campaigns.  Owing  to  the  fact  that  the  inspectors  can  only 
told  office  if  their  friends  on  the  board  of  supervisors  continue  to  hold  their 
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positions,  the  energy  of  the  inspectors  is,  for  the  most  part,   concentrated  I 
upon  politics  from  the  beginning  of  political  activities  during  the  primaries 
until  after  election.     If  their  political  friends  are  unsuccessful  in  the  elec- 
tion, which  comes  in  November,  the  inspectors,  realizing  that  their  positions 
will  be  demanded  by  the  incoming  supervisors  on  January  1st,  perform  little , 
or  no  inspection  work  from  November  to  January.     With  the  assumption  of 
office  by  the  newly  elected  supervisors,  comes  a  new  staff  of  inspectors  of  j 
weights  and  measures  selected,  of  course,  for  political  reasons.     This  means  i 
that  the  sealer  must  stop  his  field  work  long  enough  to  instruct  the  new  in-j 
spectors  as  best  he  can. 

The  sealer  himself  is  no  more  certain  of  holding  his  position  than  are  his 
inspectors,   so   that   he   too   must    maintain   political    connections   in    order   to; 
hold  his  position. 

Therefore,  it  is  recommended  that  the  sealer  and  his  assistants  be  placed 
in  the  competitive  class  of  civil  service  and  that  they  be  selected  only  after 
a  competitive   examination   which   shall   include   a   physical   examination   as 
well  as  a  mental  test.     This  office  is  constituted  as  a  branch  of  the  state  j 
government,  so  that  in  order  to  place  this  department  under  civil  service  a' 
change  in  the  state  law  will  be  necessary. 

Procedure 

The  procedure  followed  by  the  sealer  in  the  assignment  of  his  assistants 
is  in  accordance  with  good  practice.  The  city  is  divided  into  four  districts 
and  an  assistant  is  assigned  to  each  one  of  these  districts.  The  assistants  are 
equipped  with  automobile  runabouts  and  carry  a  complete  testing  outfit 
enabling  them  to  make  most  of  the  tests  required  in  ordinary  inspection 
work. 

Good  Results  Being  Obtained 

A  number  of  stores  using  scales,  weights  and  measures  throughout  the 
city  were  visited  and  their  weighing  and  measuring  devices  tested  during 
the  course  of  this  survey.  The  conditions  observed  with  regard  to  weighing 
and  measuring  devices  were  found  to  be  generally  good.  For  the  most  part, 
the  city  is  practically  free  from  crude,  fraudulent  weighing  and  measuring 
devices.  There  is  need,  however,  as  indicated  by  the  conditions  observed. 
for  a  more  rigid  enforcement  of  the  net  weight  container  laws,  as  many 
packages  reweighed  were  found  to  be  short ;  in  most  instances,  however,  in 
fairness  to  the  merchants,  it  must  be  said  the  shortage  represented  only  the 
paper  boxes  and  twine  and  other  wrappings  in  which  the  commodities  were 
contained. 

The  reports  of  the  sealer  showing  the  number  of  crude  and  fraudulent 
weighing  and  measuring  devices  confiscated  during  the  three  years  of  this 
service    from    the    city,    show    that    substantial    results    have    been    obtained 
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through  the  campaign  of  this  department   in  the  interests  of  honest  weights 
iml  measures. 

Number  of  Assistants  Sufficient 

While,  of  course,  as  well  known  to  the  sealer  and  his  assistants,  there  are 
nany  conditions  with  relation  to  the  use  of  measuring  and  weighing  devices 
n  need  of  improvement,  yet  it  is  but  fair  to  say  that  the  conditions  observed 
n  San  Francisco's  shops  were  as  good  as  can  be  expected,  in  view  of  the 
conditions  under  which  the  sealer  is  forced  to  operate.  The  staff  of  five 
issistants  provided  by  ordinance  is  wholly  adequate,  providing  the  inspectors 
ire  placed  upon  a  permanent  civil  service  basis,  but  the  sealer  could  not 
produce  the  highest  efficiency  in  this  technical  service  nor  furnish  adequate 
jrotection  to  the  purchasing  public  in  the  city  of  San  Francisco  with  a  great 
uany  times  the  number  of  his  present  staff,  it'  his  men  are  to  be  appointed 
in*!  removed  with  each  change  in  the  political  situation. 

Services  of  Women  Required 

To  perform  the  kind  of  detective  work  necessary  to  discover  dishonesty 
n  the  use  of  scales  and  frauds  in  the  delivery  of  commodities,  it  is  essential 
hat  many  purchases  be  made  and  packages  reweighed.  To  accomplish  this 
vith  the  best  results,  it  is  necessary  to  employ  the  services  of  a  woman 
>r  women  assistants  to  operate  as  shoppers.  It  is  not  recommended,  how- 
ver.  that  the  department  retain  a  woman  inspector,  but  that  a  fund  be 
•rovided  which  will  enable  the  sealer  to  employ  women  as  he  may  need  them 
or  the  investigation  of  complaints.  The  objection  to  retaining  women  in- 
pectors  permanently,  is  that  their  identity  soon  becomes  known  and  their 
alue  as  detectives  is  necessarily  reduced.  Moreover,  it  is  difficult  to  obtain 
woman  who  can  so  arrange  her  dress  and  her  appearance  as  to  be  able 
o  purchase  in  all  kinds  of  stores  in  the  different  localities  of  the  city  without 
xciting  suspicion.  Therefore,  if  the  sealer  is  provided  with  funds  out  of 
rhich  to  retain  women  from  time  to  time,  it  will  be  possible  for  him  to 
mploy  women  for  specific  cases  whose  nationality  or  age  or  color  will  be 
est  adapted  to  the  kind  of  case  to  be  investigated.  No  technical  training 
Dr  this  kind  of  work  is  necessary,  since  the  procedure  should  require  merely 
lat  the  woman  act  as  a  shopper,  making  such  purchases  as  are  directed,  and 
s  soon  as  the  transaction  is  completed,  one  of  the  assistant  inspectors  should 
?st  the  scales  upon  which  the  commodities  were  weighed  and  reweigh  the 
Dinmodities,  and  in  the  event  of  a  shortage  cause  an  arrest. 

umber  of  Prosecutions  Too  Few 

The  sealer  states  that  it  has  been  his  aim,  during  the  pioneer  days  of  the 
eights  and  measures  activities  in  this  city,  to  conduct  a  campaign  of  educa- 
on  and  for  this  reason  many  cases  which  in  other  cities  would  result  in 
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criminal  prosecution  and  the  imposition  of  a  penalty,  have  not  been  broughl 
to  court  but  have  resulted  merely  in  a  warning.  Thus,  only  thirty-five 
prosecutions  were  brought  by  the  sealer  during  the  fiscal  year  1915-16  anc 
during  the  previous  fiscal  year  the  number  was  equally  small,  which  wa* 
entirely  too  few  in  view  of  the  prevailing  conditions.  However,  it  is  th( 
declared  intention  of  the  sealer  to  prosecute  through  criminal  proceedings 
more  vigorously  than  he  has  in  the  past. 

As  long  as  the  assistant  sealers  are  obliged  to  depend  upon  polities  foi 
their  appointment  and  continuance  in  the  service,  prosecutions  are  very  likeh 
to  remain  few  in  number  and  to  be  lacking  in  energy.  The  assistant  sealei 
who  realizes  that  he  is  at  the  mercy  of  his  political  masters  finds,  not  onh 
in  San  Francisco,  but  wherever  similar  conditions  prevail,  that  it  is  mucl 
easier  to  retain  his  position  by  refraining  from  being  too  vigorous  in  th< 
matter  of  bringing  prosecutions  in  the  courts. 


Assistants  Should  Be  Used  for  Sporadic  Inspections 

The  law  requires  that  every  weighing  and  measuring  device  in  the  'it; 
shall  be  inspected,  tested  and  sealed  annually.  For  the  purpose  of  complying 
with  this  statute  the  assistants  are  assigned  to  districts  and  devote  practical^ 
all  of  their  time  to  the  making  of  routine  inspections.  The  automobile  ii 
which  they  ride  is  plainly  marked  "Sealer  of  Weights  and  Measures''  an< 
serves  to  announce  their  arrival  in  a  neighborhood.  Thus,  the  greater  p 
of  the  service  rendered  by  the  department  is  in  routine  inspection.  One 
the  assistant  sealers,  however,  who  has  been  in  the  service  continuously  s 
the  organization  of  the  department,  devotes  considerable  of  his  time  to  th 
investigation  of  complaints  and  sporadic  inspections. 

The  work  of  the  assistants  would  be  decidedly  more  effective  if  they 
transferred  from  district  to  district  occasionally,  and  if  they  made  sporadi 
inspections  more  frequently  than  they  do. 


More  Detective  Work  Would  Be  Effective 


Sealers  throughout  the  country  have  long  since  become  convinced  tha 
most  of  the  frauds  perpetrated  against  the  purchasing  public  by  dishones 
merchants  are  the  result  of  scale  manipulation  rather  than  the  use  of 
accurate  or  fraudulent  weighing  devices. 

Routine  inspections  do  not  serve  to  discover  the  merchants  who  perpetrat 
fraud  through  scale  manipulation.  Some  of  the  most  dishonest  tradesmen  ai 
among  those  who  have  the  most  efficient  and  best  maintained  weighing  an< 
measuring  devices.  Routine  inspections  conducted  daily  in  the  establish 
ments  of  such  tradesmen  would  not  serve  to  disclose  their  dishonest  manipi 
lations,  but,  on  the  contrary,  they  would  serve  to  mislead  the  purchaser,  a 
they  would  give  a  dealer  an  opportunity  to  assert  that  his  scales  had  bee 
pronounced  accurate  each  day  by  the  sealer.  A  routine  inspection  can  onl 
serve    to    show   the    condition    of    weighing    and    measuring    devices    at    th 
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noment  of  the  inspection.  Again,  routine  inspection  on  a  district  basis 
tecomes  less  effective  as  the  inspector  becomes  well  known,  and  as  a  means 
if  detecting  fraud  is  generally  rendered  inefficient,  because,  once  the  in- 
pector  lias  arrived  in  a  neighborhood  in  which  he  is  conducting  his  routine 
nspection,  all  of  the  merchants  prepare  for  his  visit  and  especially  the  dis- 
lonest  ones.  Thus,  it  must  be  apparent  that  sporadic  inspections  and  de- 
ective  work  are  what  is  most  needed.  To  perform  this  work,  it  is  necessary 
hat  the  inspectors  be  especially  well  trained  to  observe  quickly  and  to  make 
purchases  without  exciting  suspicion.  The  department  is  at  present  not 
quipped  with  the  type  of  test  weights  necessary  in  the  performance  of  this 
rind  of  inspection  work.  Each  inspector  should  have  as  a  part  of  his  equip- 
uent  a  set  of  cup  weights  which  fit  one  into  the  other  and  make  a  total 
weight  of  eight  pounds.  These  can  he  carried  in  a  small  leather  case  which 
lay  be  used  by  the  inspectors  in  the  held  without  carrying  a  grip  or  without 
erving  as  a  warning  to  tin-  merchants  as  the  inspector  proceeds  through  a 
eighborhood.  At  any  rate,  the  office  should  be  equipped  with  a  few  sets  of 
hese  weights  for  this  kind  of  inspection  work. 

Tse  of  the  Term  "Seal"  Should  Be  Abandoned 

At  each  inspection  and  test  the  assistants  place  what  is  termed  a  "seal" 
pon  weighing  and  measuring  devices.  This  seal  is  a  small  printed  paster 
Inch  contains  the  seal  and  name  of  the  city,  the  date  of  the  examination 
nd  the  initials  of  the  assistant.  The  use  of  the  paster  as  a  means  of  marking 
ie  weighing  device  so  examined  is  most  inefficient,  since  it  either  falls  from 
le  scale  or  measure  or  soon  becomes  so  soiled  as  to  be  illegible.  In  the 
"eld  study  but  few  seals  could  be  found  upon  scales  and  these  had  been 
seently  attached. 

A  seal  upon  the  scale,  although  intended  to  be  a  guide  to  the  public  as  to 

ie  accuracy  of  the  scale,  is  nothing  more  than  an  indication  to  the  sealer 

lat  the  owner  of  the  scale  or  measure  has  complied  with  the  law  by  causing 

to  be  tested  and  marked  before  using.     The  seal  further  aids  the  sealer  in 

lecking  the  work  of  his  assistants  in  the  field.     Its  use  with  relation  to  the 

iblic  is  misleading  and  serves  as  an  aid  to  dishonest  merchants.     The  term 

sealed"  is  only  too  frequently  understood  by  the  housewives  to  mean  that 

ter  the  scale  has  been  tested  by  the  sealers,  it  has  been  sealed  or  locked  in 

ich  a  way  as  to  prevent  its  fraudulent  use.     Consequently  the  unsuspecting 

msewife  observing  the  city  seal  upon  a  scale  which,  in  fact,  is  inaccurate,  is 

d  to  believe  that  it  is  an  accurate  weighing  instrument.     Therefore,  the 

aler  should  make  clear  in  his  literature  and  through  the  newspapers  that 

e  stamp  of  his  department  upon  a  weighing   or  measuring  device  is  no 

tarantee  of  its  accuracy.     It  is  therefore  recommended  that  in  amending 

e  charter  the  title  of  the  city  sealer  be  changed  to  that  of  chief  inspector 

weights  and  measures,  and  that  his  assistants  be  given  the  title  of  in- 
:  ectors  of  weights  and  measures.     If  this  were  done  and  the  use  of  the 
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words  "sealed"  and  "sealer"  abandoned  in  connection  with  the  inspection 
of  weights  and  measures,  much  would  be  accomplished  toward  preventing  a 
misunderstanding  as  to  the  work  of  the  bureau. 

For  his  own  use  and  as  a  guide  in  checking  his  subordinates,  the  scaler 
should  adopt  a  new  form  of  stamp,  preferably  a  metal  tag  which  should  be 
affixed  in  such  a  manner  as  to  prevent  its  removal  and  reattachment  to  a 
scale  which  has  not  been  inspected. 


Serialization  Law  Should  Be  Adopted 


Under  the  present  regulations  all  weighing  and  measuring  devices  must 
be  tested  and  sealed  by  the  sealer  or  his  assistants  prior  to  leaving  the  sales-! 
rooms  or  manufacturing  plants.     The  result  is  that  a  large  portion  of  thei 
time  of  the  six  employees  of  this  division  is  consumed  in  the  testing  of  newj 
apparatus  at  the  factories,  much  of  which  is  not  even  sold  within  the  state  j 
While  it  is  all  important  that  no  fraudulent  weighing  instruments  should  hi 
sold   or  placed  upon  the  market,   it  is  nevertheless  equally  important   thatj 
with   a   force   limited   to   six   inspectors,    time   should   not   be   taken    for   this! 
work    which    should    be    devoted    to    detective    work    and    to    observing    the 
weighing    und    measuring    devices    in    use.      It    is    not    argued    that    then 
should  be  no  inspection  of  new  weighing  and  measuring  apparatus,  hut  it  h 
pointed  out  that  the  method  employed  in  performing  this  work  is  defective 
What  is  needed  and  should  be  adopted  at  once  is  the  state  serialization  oi 
weighing  and  measuring  devices.     Therefore,  there  should  be  adopted  a  lav. 
requiring  all   manufacturers   of   scales   to   submit   to   the   state   superintemlen' 
drawings  and  a  model  of  each  weighing  and  measuring  device  to  be  offeree 
for  sale  within  the  state.     Such  plans  and  weighing  and  measuring  device; 
should  be  carefully  examined  and  thoroughly  tested.    If  they  conform  to  tin 
state  specifications,  the  superintendent  should  issue  a  certificate  which  woul< 
permit  the  sale  of  the  scale,  weight  or  measure  within  the  state  and  woul< 
also  require  that  the  state  serial  number,  together  with  a  statement  that  th< 
scale   is   a   state   approved   type,   should   appear   upon   every   weighing   an< 
measuring  device  sold  or  offered  for  sale  within  the  state.    Before  such  certifi 
cate  is  issued,  a  manufacturer  should  be  required  to  furnish  the  state  with  ; 
bond  in   an   amount    of  not   less   than   one   thousand   dollars,   which   ainoiin, 
would  be  forfeited  automatically  to  the  state  in  the  event  that  the  manufac 
turer  should  in  any  manner  alter  or  change  the  type  or  mechanism  of  th 
approved  scale  after  the  issuance  of  the  certificate.     If  this  is  done,  it  wil 
then  become  unnecessary  to  test  or  seal  scales  at  the  place  of  manufactur 
or  sale.    It  will  be   sufficient  to  test   and   seal  these   scales   when  they   coin 
into  use  in  the  shop.     Pending  the  adoption  of  this  law,  it  is  suggested  tha 
the  state  superintendent  be  requested  to  relieve  the  local  sealers  of  this  wor 
which  consumes  a  great  part  of  the  time  of  the  inspectors. 
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Assistant  Sealers  Should  Not  Adjust  Scales  in  the  Field 

It  has  been  customary  for  the  deputy  sealers  upon  finding  scales  in  use 
which  are  incorrect  in  a  small  degree  to  make  adjustments.  This  practice, 
isiile  from  the  fact  that  it  consumes  time  which  should  be  devoted  to  in- 
spection work,  leads  to  an  abuse  on  the  part  of  the  merchants  which  results 
in  fraud.  Since  it  has  become  known  that  the  deputy  sealers  will  adjust 
he  scale  upon  their  visits,  the  tnerchanl  who  is  careless  and  who  permits  his 
scale  to  become  inaccurate  will  also  declare  to  the  deputy  sealer  that  he  was 
.vaiting  for  the  official  visit  of  the  deputy  sealer  to  adjust  the  scale.  It  should 
:>e  sufficient  to  point  out  that  this  practice  formerly  prevailed  in  almost  every 
arge  city  in  the  United  States  and  thai  for  the  most  part  if  has  been  dis- 
continued. Therefore  in  San  Francisco,  as  well,  the  deputy  sealers  should 
•efrain   from    making  scale   adjustments. 

)pen  Adjustment  Screws  Should  Not  Be  Permitted 

Open  adjustment  screws  on  weighing  devices  are  no  longer  permitted  to 
>e  used  upon  new  scales  according  to  the  specifications  of  the  state.  This 
egulation,  however,  does  not  apply  to  scales  which  were  in  use  prior  to  the 
doption  of  these  specifications.  No  scale  attachment  ever  resulted  in  greater 
raud  than  the  open  adjustment  screw.  It  is  utterly  impossible  for  inspectors 
ffectively  to  discover  and  prevent  dishonesty  in  the  use  of  scales  having  open 
djustment  screws,  except  where  the  dishonest  merchant  is  extremely  eare- 
3ss.  A  number  of  such  scales  were  observed  in  use  throughout  the  city, 
nspectors  should  cause  such  devices  to  be  covered  with  a  cap  or  to  be 
ltered  in  such  a  manner  as  to  require  the  use  of  a  mechanical  device  for 
djustments.  Therefore,  it  is  recommended  that  the  sealer  request  the  state 
iperintendent  to  issue  an  order  requiring  all  scale?  now  in  use  which 
ave  open  adjustment  screws  be  altered  in  accordance  with  this  recom- 
lendation. 

A  number  of  spring  scales  were  observed  in  use  which  had  attached  to 
lem  the  old-fashioned  butcher  hooks,  which  sometimes  lead  to  fraud  and 
•equently  are  used  for  holding  sale  slips  and  other  paper  memoranda.  These 
ooks  are  no  longer  permitted  in  use  in  most  large  cities.  While  the  new 
oecifications  of  the  state  do  not  permit  their  use  on  new  scales  there  is  no 
lie  requiring  their  removal  from  scales  in  use  prior  to  the  adoption  of  the 
)ecifications.  It  is  recommended  that  the  state  superintendent  issue  an  order 
squiring  their  removal  from  scales  now  in  use  and  that  the  sealer  instruct 
is  deputies  to  bend  these  hooks,  wherever  found,  in  such  a  manner  as  to 
revent  their  use. 

ondemnation  Labels  Should  Be  Used 

The  old  style  condemnation  tag  is  attached  to  weighing  and  measuring 
3vices  when  condemned.     While  this  type   of  tag  is  serviceable  for  some 
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types  of  scales,  it  fails  to  accomplish  its  purpose  when  applied  to  a  great 
many  other  types.  The  reason  for  this  is  that  as  the  tag  is  small  by  com 
parison  with  the  size  of  some  of  the  scales,  it  becomes  possible  for  the  dis- 
honest merchant  to  hide  the  tag  without  removing  it  and  to  continue  to  use 
the  condemned  scale. 

It  is  therefore  recommended  that  the  sealer  adopt  for  use  a  large  paster 
label  with  the  word  CONDEMNED  printed  in  large  letters  across  the  face 
This  label  should  be  pasted  on  the  glass  of  all  spring  scales  and  upon  the 
glass  surface  which  covers  the  pendulum  of  certain  types  of  computing 
scales  and  on  the  customer's  side  of  the  barrel  on  this  type  of  computing 
scale.  By  the  use  of  this  label  the  dishonest  merchant  will  be  prevented 
from  using  a  condemned  scale. 


Equipment  Adequate 


The  apparatus  and  equipment  owned  by  the  department,  with  the  excep- 
tion of  the  small  testing  sets  recommended  in  a  previous  section,  arc  whollj 
adequate  and  of  a  modern  type.  This  is  also  true  of  the  new  equipmen 
recently  purchased. 

Public  Weighmaster  Should  Be  Required  to 
Own  Standard  Test  Weights 

As  a  condition  precedent  to  appointment,  public  weighmasters  should  Ik 
required  to  agree  that  they  would  maintain  at  their  own  expense  at  the  public 
scales  a  set  of  not  less  than  one  ton  of  fifty-pound  standard  test  weights 
These  weights  should  be  kept  in  a  cabinet  and  under  lock  and  key.  If  this 
were  done  the  cost  to  the  city  of  testing  these  public  scales  would  be  greath 
reduced  and  the  work  of  the  department  of  weights  and  measures  facilitated 
Moreover,  these  weights  would  provide  a  means  for  a  weighmaster  to  make  hi- 
own  tests  frequently.  As  a  matter  of  fact  the  public  weighmasters  should  b( 
required  to  test  their  scales  daily  and  for  this  purpose  should  be  requirec 
to  maintain  the  weights  suggested. 


Records  Properly  Maintained 


The  records  of  the  department  are  for  the  most  part  adequate  an< 
properly  maintained.  They  could  be  improved,  however,  by  a  change  in  th< 
system  of  filing  the  report  cards  and  by  requiring  the  inspectors  to  make  i 
monthly  report  upon  printed  forms  showing  the  number  of  inspections,  th 
type  of  instrument  inspected  and  the  number,  the  class  of  business  and  th 
results  of  their  inspections  as  to  violations,  etc.  If  these  reports  were  file* 
monthly,  it  would  only  be  necessary  to  recapitulate  this  information  in  orde 
to  secure  the  necessary  statistics  for  the  annual  report,  thus  making  unnee 
essary  the  copying  of  the  certificate  forms  into  the  large  record  of  inspections 

There  should  also  be  provided  a  register  of  complaints  which  should  tak< 
the   place   of  the  present   book   now   used   for   recording   complaints.      This 


Department  of  Sealer  of  Weights  and  Measures  371 

register  should  have  regular  printed  heads  calling  for  detailed  information 
soncerning  complaints  and  a  record  of  the  disposition.  The  sealer  should 
tlso  provide  a  regular  complaint  form  which  should  be  given  to  the  deputy 
investigating  the  complaint,  upon  the  back  of  which  he  should  be  required  to 

uake  a  written  report  as  to  the  resull  of  his  investigation. 

Annual  Report 

The  annual  report  of  the  department,  while  disclosing  much  information 
concerning  the  work  of  the  sealers,  is  not  sufficiently  descriptive  to  serve  as 
in  administrative  guide  or  to  he  of  real  statistical  value.  Therefore,  it  is 
recommended  that  the  annual  report  of  the  department  of  weights  and 
neasures  he  compiled  in  such  a  manner  as  to  be  of  real  statistical  value  and 
o  indicate  the  efficiency  of  the  service.  It  should  contain  among  other 
hings  the  following  tables: 

1 — A  table  of  places  inspected  according  to  character  of  business,  includ- 
ing the  following  headings: 

Character  of  business; 

Total  number  of  inspections; 

Number  of  violations   found ; 

Number  of  inspections  where  no  violations  were  found; 

Penalties  imposed ; 

Arrests  made ; 

Convictions  in  criminal  cases ; 

Cases  where  more  than  one  violation  was  discovered  in  a  year. 

Under  the  first  general  heading  should  be  included; 

Bakers ; 

Butchers ; 

Butter  dealers; 

Caterers ; 

Coal  dealers; 

Coal  wagons; 

Produce  commission  merchants ; 

Candy  and  confectionery; 

Milk  and  cream  dairies; 

Delicatessens ; 

Drug  stores; 

Dry  goods; 

Feed  and  grain; 

Fruits ; 

Fish,  etc. 

2 — A  table  showing  inspections  of  peddlers  and  hucksters  as  differentiated 
from  inspections  of  stores  and  regular  mercantile  establishments. 
Inspections  of  pushcarts  and  hucksters  in  the  field  are  made  so 
quickly  and  with  so  little  difficulty  that  a  proper  impression  of  the 
efficiency  of  the  bureau  is  not  given  if  they  are  included  in  a  gen- 
eral table   of  inspections.     A  combined  table   does  not   enable   the 
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reader  to  determine  whether  fraud  or  carelessness  is  greater  among 
peddlers  than  it  is  among  storekeepers ; 

3 — A  table  showing  tests  made  of  institutional  and  city  department  scales: 

4 — A  table  showing  classification  of  apparatus  and  number  of  each  type 
condemned  and  violations  put  upon  them; 

5 — A  table  showing  apparatus  confiscated  and  destroyed  as  well  as  con 
demned,  a  term  used  in  the  sense  of  disapproval ; 

6 — A  table  showing  number  and  classification  of  new  scales,  weights,  anc 
measures  sealed  during  the  year.    This  table  would  show  the  numbe 
of  new  apparatus  coming  into  use,  bringing  added  responsibility  ai 
work  to  the  department; 

7 — A  comparative  table  by  years,  showing  number  of  routine  inspectioi 
made  as  compared  with  special  inspections.     By  routine  inspectioi 
is  meant  the  annual  inspection  required  by  ordinance  as  compare 
with  the   special  inspections   made   because   of   installation   of  ne 
apparatus,  of  suspicion,  or  on  complaint  of  citizens; 

8 — A  table  of  purchases  made  for  the  purpose  of  testing,  not  the  scales* 
but  the  manipulation  of  the  scales  and  the  results  found.  This  tabl 
should  also  show  the  amount  of  money  spent  by  the  bureau  and 
inspectors  in  purchases,  as  well  as  disposition  of  the  commoditie 
purchased.  For  example,  if  the  inspector  purchased  a  ham  for  tl 
purpose  of  testing  the  honesty  of  the  butcher,  this  table  should  sho^ 
the  cost  of  the  ham  and  the  disposition  made  of  it,  whether  it  was 
turned  over  to  a  city  institution  or  hospital,  etc.; 

9 — A  table  showing  the  number  of  tests  made  of  packing  companies 
products  and  results; 

10 — A  table  of  complaints  received ; 

11 — A  table  showing  number  of  household  weighing  equipments  testec 
upon  request.  The  purpose  of  this  table  should  be  to  show  tin 
number  of  families  equipped  with  scales  for  their  own  protection 

12 — A  table  showing  the  number  of  inspections  made  by  the  inspecto: 
or  assistant,  arranged  by  months,  the  number  of  violations  and  cor 
demnations  made,  arrests,  convictions,  penalties  or  fines  imposec 
Such  a  table  should  include  the  following  headings : 

Inspector 's  name ; 

Total  number  of  inspections  made ; 

Number  of  articles  condemned ; 

Number  of  violations ; 

Amount  of  money  collected; 

Number  of  arrests; 

Dispositions. 

13 — A  table  showing  by  classification  as  to  business,  the  number  of  in 
spections  and  violations  in  public  markets; 
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14 — Table   showing   under   classifications   as   to   business   and   apparatus, 
violations  where  actual  fraud  was  practiced,  classified  as  follows: 
Tampering  with  a  scale; 
Fraudulent  instrument  ; 

Operators  of  scales  detected  manipulating. 

DISTRICT  ATTORNEY 


The  district  attorney  is  the  prosecuting  officer  of  the  city  and  county 
I  San  Francisco.  He  is  elected  by  the  people  for  a  terra  of  four  years.  The 
resent  incumbent  has  held  this  office  since  1910,  and  his  present  term  ex- 
ires   in    1920. 

The  functions  of  the  district  attorney  are  to  prosecute  all  persons  accused 
Ethe  commission  of  felonies  and  misdemeanors,  to  attend  and  advise  the  grand 
lry,  and  to  serve  as  legal  advisor  and  attorney  to  the  police  department, 
he  salary  of  the  district    attorney   is  $5,000  per  annum. 

taff  and  Functions 

In  the  conduct  of  his  office,  the  district  attorney  is  assisted  by  13  assist- 
ed district  attorneys,  4  of  whom  receive  $3,600  a  year;  2,  $3,000  a  year;  6, 
2,400  a  year;  and  1,  $1,800  a  year. 

The  assistants  are  assigned  to  duty  as  follows: 

1  general  assistant    $  3,600 

Serves  as  general  assistant  to  the  district  attorney  and 
attends  grand  jury  in  major  eases. 

3  assistants   at   $3,600.  .  .  . 10,800 

These    assistants    serve    in    each    of    the    three    criminal 
parts  of  the  superior  courts. 

1  assistant 3,000 

Assigned  to  the  prosecution  of  health  department  cases. 

1  assistant 3,000 

Assigned  to  the  prosecution  of  civil   cases   and   substi- 
tutes in  the  superior  court. 

4  assistants  at  $2,400 9,600 

Assigned  to  the  four  parts  of  the  police  court. 

1  assistant 2,400 

Attends   coroner's   inquests,    assigned  to   domestic   rela- 
tions cases  and  attends  grand  jury. 

1  assistant 2,400 

Substitutes  at  police  court,  attends  to  correspondence  of 
office  and  receives  complaints. 

i  assistant 1,800 

Assigned  to  juvenile  court  and  the  investigation  of  cases 
involving  or  contributing  to  juvenile  delinquency. 

(her  Employees  and  Functions 

For  the  maintenance  of  the  records  of  the  office,  a  chief  clerk  and  an 
distant  clerk  are  employed,  who  receive,  respectively,  $1,800  and  $1,200  a 
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year.  The  assistant  clerk,  in  addition  to  performing  general  clerical  service 
is  also  in  charge  of  the  preparation  of  the  calendars. 

Two  stenographers  are  employed ;  one  receives  $1,800  and  serves  as  private 
secretary  to  the  district  attorney;  the  other  performs  general  stenographic 
services  and  receives  $900  a  year. 

One  messenger  is  employed,  who  receives  $1,500  a  year. 

District  Attorney  and  Assistants  Permitted  to 
Practice  Civil  Law 

As  there  is  no  legal  prohibition  against  the  district  attorney  or  his  assist 
ant  engaging  in  private  legal  practice,  the  members  of  the  staff  of  the  district 
attorney's  office  continue  to  appear  as  attorneys  of  record  in  the  civil  courts! 
Upon  several  occasions  the  legislature  has  considered  the  adoption  of  a  lavi 
prohibiting  this  practice,  but  the  bill  has  failed  of  passage  principally  becaus<| 
of  the  conditions  existing  in  the  rural  counties  of  the  state,  where  the  count; 
prosecutors  are  paid  but  a  very  small  salary. 

The  contention  of  the  members  of  the  staff  of  the  district  attorney's  offici 
is  that  the  salaries  paid  are  too  low  to  permit  them  to  wholly  abandon  thei 
private  practice. 

While  it  is  not  intended  to  intimate  in  any  way  that  the  district  attorne.j  i 
and  his  assistants  do  not  render  their  best  service  to  the  city  and  county,  in 
is,  nevertheless,  proper  to  point  out  that  the  best   interest  of  the  communit 
demands,  because  of  the  very  nature  of  prosecuting  attorney's  work,  that  the.}  j 
shall  be  free  from  any  alliance  which  would  at  any  time  serve  to  einbarra:- 
them  or  reduce  their  efficiency  as  prosecuting  officers. 

The  salaries  paid  to  the  assistants  who  serve  in  superior  courts  are  ncjl 
large  enough  to  attract  lawyers  of  ability  if  they  are  required  to  give  fu 
time  to  the  city  and  to  abandon  their  private  practice.  Therefore,  it  is  re< 
ommended  that  the  salary  of  the  district  attorney  be  increased  to  $7,000 
year,  and  the  salaries  of  the  general  assistant  and  the  three  assistants  wl 
serve  in  the  superior  courts  be  increased  to  $5,000  a  year,  with  the  understain 
ing  that  all  abandon  their  private  practice  while  serving  as  public  prosecutor 

The  remainder  of  the  staff,  whose  services  are  principally  attending  polic 
court  sessions  for  a  few  hours  each  day  and  preparing  informations  in  a 
held  for  the  superior  court,  should  not  receive  more  than  $2,000  a  year, 
should  not  be  permitted  to  engage  in  private  practice.     The  character  of 
service   rendered  in  the  police   court   does  not   require   lawyers   of   the 
ability  as  that  rendered  in  the  superior  court.     It  should  not  be  difficult 
obtain  young  lawyers  in  the  city  of  San  Francisco  to  serve  as  assistant  di 
trict  attorneys  for  $2000  a  year.     It  is,  therefore,  recommended  that  the  sa 
aries  of  the  remaining  members  of  the  staff  be  fixed  at  $2000  a  year. 

By  .increasing  the  salaries  of  the  four  principal  assistants  and  the  distri 
attorney  himself,  there  would  be  a  total  increase  in  the  payroll  of  $7,60 
but  by  making  the  salaries  of  the  other  assistants  $2,000  there  would  be 
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otal    saving   of   $4,200,    thus   making   the    net    total    increase   on   the    payroll, 
>v   reason  of  these  salary  changes,  $3,400. 

Jtaff  Appears  to  be  Unnecessarily  Large 

An  analysis  of  the  functions  performed  by  the  members  of  the  staff  and 
be  Dumber  of  investigations  conducted  by  the  district  attorney's  office,  makes 
t  appear  that  the  business  of  the  office  could  be  efficiently  prosecuted  if  the 
taff  were   reorganized  as   follows: 

1  district  attorney    $  7,000 

To  conduct  major  investigations,  prosecute  important 
cases,  and  generally  supervise  the  staff. 

1  general    first    assistant 5,000 

To  aid  the  district  attorney  in  his  investigations,  attend 
the  grand  jury,  and  substitute  in  superior  court. 

3  assistants    at    $5,000 15,000 

To  prepare  and  try  all  cases  in  superior  courts. 
1  assistant * 2,000 

To  receive  complaints,  attend  coroner's  inquests,  substi- 
tute in  police  court  and  perform  general  services  in 
the  office. 

4  assistants   at   $2,000 8,000 

To  attend  police  court  sessions,  prepare  informations  in 
cases  held  for  the  superior  courts,  investigate  com- 
plaints, and  attend  to  such  other  assignments,  after 
the  police  court  adjourns,  as  may  be  directed  by  the 
district  attorney. 
1  assistant 2,000 

To  serve  in  juvenile  court  and  handle  all  domestic  rela- 
tions cases. 


$39,000 


Thus  the  total  payroll  for  prosecuting  attorneys  will  be  $39,000  instead 
I  $41,600  as  at  present,  although  the  salaries  of  the  district  attorney  and  the 
>ur  principal   assistants   would   be  materially   increased. 

The  work  now  performed  by  the  assistant  district  attorney  assigned  to 
le  health  department  should  be  performed  by  the  assistants  serving  in  the 
)liee  court  or  assigned  to  the  superior  courts,  as  part  of  their  routine  work, 
he  actual  time  of  service  of  the  four  assistants  assigned  to  the  police  courts, 
'cause  of  the  short  sessions  of  these  courts  and  the  small  percentage  of  cases 
hich  are  held  for  the  superior  court,  would  not  interfere  with  their  devoting 
nsiderable  time  to  the  investigation  of  complaints  and  the  general  routine 

the  office,  and  this  would  not  impair  their  efficiency  as  police  court  prose- 
itors.  Moreover,  a  proper  organization  of  the  police  courts  which  would 
•tablish  special  terms  and  require  the  judges  to  serve  continuously  during 
e  regular  business  day  would  permit  of  dispensing  with  the  services  of  at 
ast  one  of  the  four  police  court  prosecutors. 
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Procedure  in  Murder  Cases  Should  Be  Revised 

While  it  is  customary  to  assign  an  assistant  to  the  investigation  of  mur- 
der cases  as  soon  as  reported  by  the  police,  no  definite  procedure  is  estab- 
lished nor  is  any  one  member  of  the  staff  especially  assigned  to  the  investi- 
gation of  homicide  cases,  in  the  event  of  a  person  being  injured  feloniously. 
the  district  attorney's  office  always  dispatches  an  assistant  to  obtain  an 
ante-mortem  statement. 

It  is  recommended  that  one  of  the  assistants  be  especially  assigned  to 
the  investigation  and  preparation  of  all  homicide  cases.  The  same  assistant 
should  have  charge  of  the  presentation  of  cases  at  coroner's  inquests.  II. 
should  be  subject  to  call  during  any  hour  of  the  day  or  night,  and  immedi- 
ately upon  the  discovery  of  a  murder  or  homicide  the  police  should  bi 
quired  to  send  the  department  automobile  for  this  assistant,  who  should  go 
at  once  to  the  scene  of  the  crime  and  direct  the  police  as  to  the  manner  of 
preserving  evidence,  of  taking  such  photographs  as  may  be  essential  in  the 
prosecution,  and  obtaining  statements  from  witnesses  and  those  accused. 
if  arrests  are  made. 

Bond  and  Warrant  Division 

For  the  preparation  of  applications  for  warrants,  the  hearing  of  com- 
plaints and  the  receiving  of  bail  bonds,  a  bond  and  warrant  division  is 
maintained  pursuant  to  statute,  as  a  part  of  the  district  attorney's  office. 
While  this  division  is  under  the  supervision  and  control  of  the  district 
attorney,  it  is  under  the  immediate  direction  of  a  chief  bond  and  warrant 
clerk,  who  is  appointed  by  the  district  attorney  and  who  receives  $2,400  a 
year.  To  assist  the  chief  clerk  there  are  nine  clerks,  six  of  whom  receive 
$1,500  a  year,  and  three,  $900  a  year.  For  the  maintenance  of  the  records 
of  this  department,  a  bookkeeper  is  employed  who  receives  $1,200  a  year. 
One  of  the  clerks  of  this  division,  who  receives  $1,500  a  year,  and  the  three 
$900  clerks  are  paid  from  the  contingent  fund  of  the  office — their  salaries 
being  fixed  by  the  district  attorney  and  their  names  not  appearing  upon 
the  payroll. 

Procedure  in  Warrant  Cases  Defective 

All  persons  desiring  to  secure  warrants  must  make  application  at  the 
bond  and  warrant  division,  which  is  located  in  an  open  room  in  the  hall 
of  justice.  In  this  room  such  persons  come  in  contact  with  police  officers 
making  complaints,  and  persons  giving  bail.  The  clerks  to  whom  applica- 
tions for  warrants  must  be  made  are  located  back  of  a  counter  arranged 
much  like  the  counter  in  a  banking  institution.  The  applicant  is  required 
to  stand  and  recite  the  facts  through  an  opening  in  the  panel,  to  the  clerk, 
thus  affording  absolutely  no  privacy  and  no  conveniences  such  as  a  person 
applying  for  a  warrant  for  arrest  should  have.     Applications  for  warrants 
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made  l>\    the  police  in  important   cases  are  received   in  private  by  the  chief 
•Ink    of   the    bond    and    warrant    division. 

It  is  recommended  thai  the  offices  of  the  bond  and  warrant  division  be 
rearranged  so  as  to  provide  for  a  series  of  small  rooms  to  be  used  exclusively 
for  receiving  applications  for  warrants.  These  rooms  should  be  separate 
uid  apart  from  the  office  used  for  preparing  complaints  and  accepting  bail 
)onds.  The  aim  of  the  chief  clerk  of  the  bond  and  warrant  division  should 
h-  to  afford  as  much  comfort  and  privacy  as  possible  to  persons  seeking 
.varrants. 

Adoption  of  Summons  Procedure  Recommended 

As  is  shown  in  the  reporl  on  the  survey  of  the  police  court,  of  a  total 
>f  35,514  cases  handled  through  this  court.  L's, -<).">  were  dismissed.  Thus,  in 
mt  7,311  eases  convictions  resulted  or  the  defendants  were  held  for  the 
raperior  courts.  With  relation  to  felony  eases,  the  records  show  that  of 
1,688  cases  filed  with  the  police  courts  for  the  fiscal  year  1915-16,  2,147 
veie  dismissed  in  the  court,  787  are  still  pending,  and  but  754  were  held 
o  answer. 

A  great  number  of  these  arrests  were  made  upon  warrants  issued  through 
he  bond  and  warrant  division.  These  figures  would  indicate  that  many 
variants  are  issued  which  should  not  be  issued,  and  many  needless  arrests 
ire  made,  or  else  that  the  courts  are  not  co-operating  with  the  police  de- 
>artment  and  are  not  adequately  punishing  offenders.  However,  it  is  not 
'air  to  assume  that  the  lack  of  co-operation  of  the  police  courts  is  such  as 
vould  result  in  wholesale  dismissals,  and,  consequently,  it  must  be  concluded 
hat  many  warrants  are  needlessly  issued. 

These  facts  point  to  the  need  of  the  adoption  of  a  proper  summons  pro- 
:edure  similar  to  that  adopted  and  now  in  use  in  the  City  of  New  York. 
Thus  a  person  believing  himself  aggrieved  and  demanding  the  arrest  of  the 
person  accused  by  him,  could  in  the  majority  of  minor  cases  secure  the  pres- 
ence of  the  accused  in  court  through  the  use  of  a  summons.  This  would 
•elieve  the  police  department  of  thousands  of  arrests  which  result  in  dis- 
uissals  in  the  police  court,  but  which  also  result  in  unnecessary  inconveni- 
;nce  and  injustice  to  persons  accused  and  involve  at  the  same  time  a  useless 
■xpenditure  of  money  by  the  city  in  the  process  of  arrests. 

Therefore,  it  is  recommended  that  the  district  attorney  seek  the  adoption 
>f  a  statute  providing  for  the  summons  system. 

lecords  Properly  Maintained 

The  records  maintained  in  the  office  of  the  district  attorney  are  in  ac- 
ordance  with  good  practice. 
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General  Administration 


General  Organization  of  the  Department 


The  board  of  health  is  composed  of  seven  members,  appointed  by  the 
mayor  for  terms  of  seven  years  each,  one  member  being  retired  each  yean 
so  that  there  is  not  a  complete  change  of  the  board  until  the  seven  years 
have  expired.  As  provided  by  charter,  three  of  the  members  of  the  board 
must  be  regularly  certificated  physicians  of  the  city  and  county  who  have 
been  so  certificated  for  five  years  preceding  their  appointment.  The  mem- 
bers of  the  board  receive  no  compensation. 

The  present  board  consists  of  three  practicing  physicians  of  San  Fran- 
cisco and  four  laymen — one  of  whom  is  a  Lawyer,  one  a  woolen  merchant, 
one  a  master  plumber,  and  one  a  hotel  owner  who  is  interested  in  real 
estate  dealing  and  other  commercial  enterprises. 

The  board  is  the  administrative  head  of  the  department  and.  as  stated 
in  the  charter,  "shall  have  the  management  and  control  of  the  city  and 
county  hospitals,  almshouses,  ambulance  service,  municipal  hospitals,  receiv- 
ing hospitals  and  of  all  matters  pertaining  to  the  preservation,  promotion 
and  protection  of  the  lives  and  health  of  the  inhabitants  of  the  city  and 
county". 

The  health  officer  is  the  executive  officer  of  the  board  and  holds  his  posi- 
tion by  virtue  of  a  civil  service  appointment.  He  is  a  physician  who  has 
had  excellent  experience  and  training  in  health  work  as  a  sanitary  inspector, 
as  chief  sanitary  inspector,  and  finally  as  health  officer.  He  devotes  his 
entire  time  to  his  duties  and  receives  a  salary  of  $3,600  a  year. 

The  health  officer  has  no  power  to  act  except  as  directed  by  the  board, 
the  ordinances  of  the  board  of  supervisors  and  the  law  of  the  State,  upon 
which  such  ordinances  are  based.  He  may,  however,  and  does  advise  the 
board  as  to  the  necessity  for  certain  actions,  but  final  determination  on  all 
matters  must  be  made  by  the  board. 

The  department  is  divided  for  purposes  of  administration  into  the  fol- 
lowing major  units : 

1 — Central  office,  which  is  under  the  immediate  supervision  of  the  health 
officer  and  includes  all  branches  or  divisions  of  service  carried  on 
from  department  headquarters ; 

2 — The  city  and  county  hospital  (ordinarily  referred  to  as  the  San  Fran- 
cisco Hospital),  which  is  under  the  immediate  supervision  of  the 
superintendent ; 

3 — The  Belief  Home,  which  is  under  the  immediate  supervision  of  a 
superintendent ; 

4 — The  emergency  hospital  service,  comprising  five  emergency  hospitals, 
under  the  immediate  supervision  of  a  chief  surgeon  ; 
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5 — The  Isolation  Hospital,  which  includes  the  general  wards  for  the  care 
of  all  communicable  diseases  and  the  leprosarium,  and  which  is 
under  the  immediate  supervision  of  a  superintendent. 

Outline  of  Central  Office  Organization 

The  accompanying  chart  ''A"  shows  the  general  organization  of  the 
department  and  also  the  detailed  organization  of  the  central  office  force. 
The  details  of  organization  of  the  San  Francisco  Hospital,  the  Relief  Home, 
the  Isolation  Hospital  and  the  emergency  hospitals,  together  with  graphic 
charts,  will  be  shown  later  in  this  report  under  their  appropriate  headings. 
As  shown  in  Chart  "A",  the  central  office  force  is  divided  among  vari- 
ous subordinate  units  as   follows: 

Salaries 

1— Health  officer    $  3,600 

2 — Office  of  chief  clerk — 

Chief  clerk    2,700 

Stenographer 1,200 

Complaint  clerk    1,200 

3 — Office  of  bookkeeping  auditor — 

Bookkeeping    auditor    2,400 

Auditor's  clerk   1,200 

4 — Office  of  registrar  of  vital  statistics — 

Chief  clerk  acts  as  registrar 

Mortuary  clerk   1,500 

Birth  registry  clerk  1,500 

5 — Office  of  sanitation  clerk — 

Sanitation  clerk    1,920 

2  stenographers  at  $1,200 2,400 

Filing  clerk    1,080 

Telephone  operator    1,020 

Relief  telephone  operator*    216 

6 — Bureau  of  sanitation — 

a — Sanitarv  inspection — 

Chief'  inspector   3,000 

4  sanitary  inspectors  at  $1,800 7,200 

(Part-time) 
b — Meat  and  market  inspection** 

4  veterinarians  at  $1,620   6,480 

13  market  inspectors  at  $1,500 19,500 

c — Dairy  and  milk  inspection*** 

2  veterinarians  at  $1,800   3,600 

1  milk    inspector    1,500 

*Prior  to  budget  of  1916-17  provision  was  made  for  the  relief  operator  out  of  sav- 
ngs  from  other  budget  items.     The  1916-17  budget  allows  $216  for  this  service. 

**One  additional  market  inspector  at  $1,500  allowed  in  1916-17  budget.  Not  yet 
ppointed.  One  market  inspector  at  $1,500  has  been  off  duty  on  account  of  sickness 
ince  September  24,  1915;  with  the  exception  of  one  month  during  this  period  he  has 
een  on  full  pay. 

***One  inspector  of  pasteurizing  plants  at  $1,500  allowed  in  1916-17  budget  to 
aeet  requirements  of  new  milk  ordinance  which  becomes  effective  October  1,  1916. 
>"ot  yet  appointed.  One  milk  inspector  at  $1,500  has  been  on  sick  leave,  without  pay 
xcept  for  one  month,  since  February  9,  1916. 
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d — Food  inspection —  Salaries 

2  food  inspectors  at  $1,500 3,000 

e — Industrial  inspection**** 

1  physician  industrial  inspector   1,500 

(Part-time) 

2  industrial  inspectors    3,000 

f — Disinfection — 

2  disinfectors  at  $1,500 3,000 

g — Plumbing  inspection t 

Chief  plumbing  inspector    2,100 

5  plumbing  inspectors  at  $1,800 9,000 

7 — Medical  inspection   of  schoolstt 

Chief  medical  inspector  (part-time) 1,800 

2  medical  inspectors   (part-time)    at  $1,200 2.400 

3  school  nurses  at  $1,020 3,060 

6  school  nurses  at  $960 5,760 

5  school  nurses  at  $900 4,500 

8 — Office  of  city  physician — 

City  physician    (part-time) 2,400 

9 — Inspection  of  indigents — 

Inspector  of  indigents   1,200 

Assistant  inspector  of  indigents 900 

10 — Tenement  and  lodging  house  inspection!  ft 

3  tenement  house  inspectors  at  $1,500 4,500 

11 — Inspection  of  homes  for  children! ttt 

Nurse   inspector    

12 — Bureau  of  laboratories — 

Director  of  laboratories   3,600 

Bacteriologist 1,800 

Assistant  bacteriologist    1,500 

2  chemists  at  $1,500 3,000 

Laboratory  assistant    1,500 

Stenographer 900 

Helper 900 

Helper 720 


****An  additional  industrial  inspector  at  $1,500  allowed  in  1916-17  budget.  No 
yet  appointed. 

fChief  plumbing  inspector  not  at  present  on  duty.  This  officer  has  been  on  siclj 
leave,  with  full  pay,  since  December  1,  1915. 

tfThree  additional  school  nurses  allowed  in  1916-17  budget.     Not  yet  appointed. 

tttln  the  1916-17  budget  only  2  tenement  house  inspectors  at  $1,500  each  are  al 
lowed.  One  inspector  now  employed  who  failed  to  pass  the  civil  service  examinatior 
for  this  position  is  still  continued  on  the  payroll  as  a  temporary  employee. 

tttfThe  nurse  now  engaged  in  the  inspection  of  homes  for  children  is  paid  by  th< 
Baby  Hygiene  Committee  of  Woman's  Collegiate  Association,  though  assigned  to  thf 
health  department  and  under  the  direction  of  the  health  officer. 

Note — In  the  budget  of  1916-17,  $5,000  is  allowed  for  the  salaries  of  nurses  foi 
tuberculosis  work. 
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Recapitulation  of  Central  Office  Force 

Actual  No.  Em- 
ployees on  Salary  Cost 
Unit   of   Organization                                       Payroll  per  Annum 

1— Health  officer    1  $  3,600 

2— Office  of  chief  clerk 3  5,100 

3 — Office  of  bookkeeping  auditor 2  3,600 

4 — Office  of  registrar  of  vital  statistics.  2  3,000 

5 — Office  of  sanitation  clerk 6  6,636 

6 — Bureau  of  sanitation 36  62,880 

7 — Medical  inspection  of  schools 17  17,520 

8 — Office  of  city  physician 1  2,400 

9 — Inspection  of  indigents 2  2,100 

10 — Tenement  and  lodging  house  inspec- 
tion       3  4,500 

11 — Inspection  of  homes  for  children...  1                    (seenote) 

12— Bureau   of   laboratories 9  13,920 

Total    Central   Office 85  $125,256 

As  shown  in  the  footnotes  to  the  tabulation  on  the  preceding  page  the 
following  additions  to  force  are  allowed  in  the  present  budget  but  not  yet 
appointed : 

1  market  inspector    $  1,500 

1  inspector  of  pasteurizing  plants 1,500 

1  industrial  inspector   1,500 

3  school  nurses  @  $900 2,700 

Tuberculosis  nurses    5,000 

$12,200 
Administrative  Board  of  Health  Unsatisfactory 

Experience  in  public  health  work  inevitably  leads  to  the  conclusion  that 
a  large  board  of  health,  acting  as  the  administrative  head  of  the  depart- 
ment of  health,  impedes  rather  than  expedites  health  service.  It  is  granted 
that  the  varied  viewpoints  which  the  individual  members  of  the  board 
bring  to  the  deliberations  of  the  board  are  well  worth  having  and  that 
their  advice  is  extremely  valuable,  but  it  is  not  believed  that  health  service 
is  improved  by  requiring  that  all  administrative  actions  of  the  health  depart- 
ment, the  health  officer  and  employees  shall  first  have  the  sanction  of  the 
board. 

Examination  of  the  minutes  of  the  present  board  of  health  indicates  that 
;he  board  has  been  attentive  to  the  interests  of  the  community  and  gen- 
erally consistent  in  its  behavior,  but  there  is  no  guarantee  in  the  method  of 
ippointment,  term  of  office  or  qualifications  as  required  in  the  charter  to 
msure  the  people  of  San  Francisco  that  a  continuance  of  such  condition 
Jan  be  always  enjoyed.  The  members  of  the  board  of  health  wield  great 
Dower  in  the  community— and  it  is  decidedly  to  the  advantage  of  certain 
private    interests   to   have   representatives    on   the   board    of   health.      It    is 
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believed  that  the  present  method  of  administering  the  affairs  of  the  depart- 
ment is  based  on  a  fundamentally  unsound  policy,  namely,  that  of  vesting 
administrative  control  of  a  large  municipal  health  organization  in  the  hands 
of  a  large  number  of  men  with  a  great  variety  of  personal  and  private 
interests  to  conserve.  Every  action  of  the  board  of  health  which  may  affect 
the  varied  interests  of  the  members  of  the  board  is  likely,  under  any  circum- 
stances, to  be  influenced  by  such  interests,  and,  under  a  board  which  may  in 
the  future  and  undoubtedly  has  at  certain  periods  in  the  past  served 
political  rather  than  public  interests,  health  service  must  be  inefficient. 

It  is  not  charged  that  the  members  of  the  board  of  health  as  at  present 
constituted  are  serving  political  rather  than  public  interests.  On  the  con- 
trary, it  is  believed  that  the  present  board  is  made  up  of  men  who  have 
placed  and  are  placing  public  health  first.  With  the  exception  possibly  of 
the  three  physicians,  however,  the  experience  of  the  members  of  the  board  is 
certainly  not  such  as  can  direct  public  health  policy  to  best  advantage. 
Their  advice  may  be  valuable  in  many  instances,  but,  for  determination  of 
policy,  the  trained  health  officer  without  outside  interests  is  best  competent 
to  act,  unhampered  by  the  opinions  of  lay-members  of  the  board  which, 
though  honestly  given,  may  not  be  for  the  best  interest  of  the  department 
or  the  health  of  the  community. 

It  is  not  possible  under  the  present  administration  of  the  health  depart- 
ment to  fix  responsibility  upon  any  one  person,  and  therein  lies  another 
serious  defect.  The  health  officer,  though  acting  head  of  the  department, 
cannot  be  held  responsible  for  policies  the  determination  of  which  is  in  the 
hands  of  a  board  of  seven — nor  can  any  member  of  the  board  be  held  re- 
sponsible since  he  is  only  one  of  seven.  Efficiency  in  public  health  service 
demands  that  there  shall  be  one  person  who  may  be  held  responsible  by 
citizens.  If  public  health  service  is  then  satisfactory,  credit  may  be  given 
where  it  is  due;  if  unsatisfactory,  the  public  knows  immediately  where  to 
place  the  blame  and  the  necessary  remedy  may  be  applied. 

Not  only  is  it  impossible  under  the  present  plan  of  health  administration 
to  fix  responsibility  for  health  service,  but  the  very  procedure  required  by 
such  a  plan  means  lost  motion  in  getting  necessary  things  done.  The  min- 
utes of  the  board  are  replete  with  illustrations  of  the  ineffectiveness  of 
administration  by  such  a  large  board.  For  example,  the  health  officer 
recommended  that  all  employees  of  the  department  be  required  to  submit 
to  periodic  physical  examinations  for  the  purpose  of  eliminating  the  phy- 
sically unfit  and  raising  the  standard  of  efficiency  of  the  force,  as  well  as 
preventing  sickness  among  employees  and  the  resultant  loss  of  time  and 
service  by  reason  of  sick  absences.  The  board  deliberated  upon  this  ques- 
tion which  should  have  required  merely  an  executive  order,  and  finally 
recommended  that  physical  examinations  of  employees  be  required  only  in 
the  case  of  those  reporting  sick,  thus  vitiating  the  entire  purpose  of  the 
health  officer's  plan,  namely,  the  prevention  of  sickness  and  the  resultant 
loss  of  time  and  money.     Again,  the  superintendent  of  an  institution  reeom- 
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mended  the  dismissal  of  an  employee  because  of  drunkenness  and  incom- 
petence.  The  board  held  a  long-drawn  out  examination  and  finally  sus- 
pended the  employee  temporarily — although  admitting  that  the  case  was 
elearly  proven  against  that  employee.  Had  the  health  department  been 
under  the  complete  direction  of  a  health  officer  with  responsibility  and 
power  to  act,  tins  employee  would  no  doubt  have  been  dismissed  forthwith. 
In  still  another  instance  tlm  superintendent  of  an  institution  wished  to  dis- 
pose of  a  horse  which  was  of  no  value  to  him,  but,  before  he  could  do  this, 
the  matter  had  to  come  before  the  hoard.  The  horse  was  finally  disposed  of, 
but  not  until  the  hoard  had  drafted  a  set  of  resolutions  replete  with 
"whereases'1  petitioning  the  board  of  supervisors  to  permit  the  disposal 
of  the  horse.  Still  another  example  of  the  H'>\  tape  procedure  necessary 
under  the  present  administrative  plan  is  the  requirement  that  all  demands 
or  warrants  shall  he  signed  by  the  auditing  committee  of  the  board  of 
health,  although  not  a  single  member  of  this  committee  has  any  knowledge 
of  the  validity  of  the  demands  or  the  particulars  of  the  expenditures.  The 
auditing  committee  must,  of  course,  accept  the  signatures  of  the  institution 
heads,  stewards  and  department  auditor,  so  that  the  committee's  action  is 
merely  perfunctory.  At  each  meeting  of  the  board  a  large  number  of  these 
demands  must  he  signed  as  a  matter  of  form.  The  members  of  the  auditing 
committee  themselves  complain  of  this  procedure  as  an  unnecessary  and 
useless  one,  but  still  the  system  is  continued. 

These  few  instances  indicate,  not  inefficiency  on  the  part  of  the  board, 
but  rather  the  inadequacy  of  the  existing  policy  of  public  health  adminis- 
tration. To  fix  responsibility,  to  eliminate  red  tape  and  the  influence  of 
private  interests,  and  to  increase  the  efficiency  of  health  service  generally, 
it  is,  therefore,  recommended  that  the  necessary  amendment  to  the  charter  be 
made  so  that  the  administrative  control  of  the  department  of  health  shall 
be  vested  in  the  health  officer,  who  should  be  called  the  commissioner  of 
health.  This  means  the  abolition  of  the  board  of  health.  If  the  commis- 
sioner of  health  desires  the  advice  of  a  board  of  representative  citizens,  he 
may  create  an  advisory  board  composed  of  an  authorized  representative  of 
the  county  medical  society,  of  the  charities  association,  of  the  bar  associa- 
tion, of  the  chamber  of  commerce,  real  estate  board,  and  such  other  local 
organizations  as  may  be  concerned  in  his  public  health  program.  This  ad- 
visory board  could  be  called  into  consultation  by  the  health  officer  just  as 
the  superintendent  of  the  San  Francisco  Hospital  calls  into  consultation  his 
advisory  board,  but  such  a  board  should  be  merely  advisory. 

Reorganization  of  the  Health  Department  Recommended 

At  the  present  time  the  health  officer  is  required  to  devote  a  great  deal 
)f  his  valuable  time  to  petty  details  and  office  routine.  Observation  during 
i  period  of  five  weeks  proves  conclusively  that  in  order  to  direct  the  work 
if  the    existing    organization    satisfactorily,    the   health    officer   must   neces- 
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sarily  devote  his  time  largely  to  interviews  with  employees  regarding  their 
work.  Each  morning  he  must  spend  an  hour  or  more  in  interviewing  citi- 
zens about  routine  matters,  such  as  explanation  of  departmental  orders, 
requests  for  delays,  hearing  of  complaints,  etc.  It  is  believed  that  much  of 
this  work  is  a  waste  of  the  health  officer's  time.  Given  an  organization 
made  up  of  a  small  number  of  bureaus,  each  charged  with  a  definite  line 
of  public  health  work  and  under  the  supervision  of  a  director  or  bureau 
chief,  the  health  officer  would  be  able  to  depend  upon  such  bureau  chiefs 
for  information,  and  could  turn  over  to  these  bureau  chiefs,  provided  he 
first  established  a  code  of  procedure  for  them  to  follow,  all  routine  matters, 
such  as  the  hearing  of  complaints,  explanation  of  orders,  direction  of  em- 
ployees, etc.  He  should  receive  daily,  weekly  or  monthly  reports  in  sum- 
mary form  from  all  his  bureau  chiefs,  and  he  should  regard  them  as  his 
cabinet,  to  be  called  into  consultation  periodically. 

Examination  of  Chart  "A"'  of  the  existing  organization  of  the  health 
department  shows  that  outside  of  the  hospitals  and  Relief  Home,  i.e.,  in 
the  central  office  of  the  department,  there  are  eleven  units  or  divisions  of 
the  department  which  report  directly  to  the  health  officer.     These  are : 

1 — Office  of  chief  clerk ; 

2 — Office  of  auditor ; 

3 — Office  of  registrar  of  vital  statistics; 

4 — Office  of  sanitation  clerk  ; 

5 — Bureau   of  laboratories; 

6 — Inspection  of  homes  for  children ; 

7 — Medical  inspection  of  schools ; 

8 — Bureau   of   sanitation,   comprising 

a — Plumbing  inspection  ; 

b — Disinfection ; 

c — Sanitary  inspection; 

d — Dairy  and  milk  inspection ; 

e — Food  inspection; 

f — Meat  and  market  inspection  ; 

g — Industrial  inspection  ; 

9 — City  physician; 
10 — Inspection   of  indigents ; 
11 — Tenement   and  lodging-house  inspection. 

Chart  "B, ''  which  outlines  a  proposed  organization  for  the  department, 
represents  an  attempt  to  regroup  the  functions  of  the  department  in  such  a 
way  as  to  bring  about  that  co-operation  of  allied  functions  which  is  so 
essential  to  efficiency:  to  provide  for  certain  functions  not  at  present  pro- 
vided for  and  to  reduce  to  a  minimum  the  amount  of  detail  work  which  the 
health  officer  is  required  to  do.  This  proposed  organization  calls  for  the 
creation  of  five  major  bureaus  within  the  central  administrative  office  of  the 
department  which  will  group  existing  and  to-be-provided-for  functions  of  the 
department  as  follows : 
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1— Bureau  of  laboratories  comprising  the  chemical  and  bacteriological 
laboratories  as  at  present ; 

2 — Bureau  of  school  hygiene  comprising  the  present  division  of  medical 
inspection  of  schools  under  an  improved  plan  to  be  later  recom- 
mended  -  see  chart  ''Bl") ; 

3 — Bureau  of  sanitary  inspection  and  communicable  diseases  including: 

a — All  functions  of  registration,  inspection  and  quarantine  for 
communicable  diseases ; 

b — General  sanitary  inspection,  i.  e.,  the  inspection  of  all  condi- 
tions not  specifically  provided  for  in  other  bureaus; 

c — Industrial  inspection  with  the  exception  of  those  inspectional 
functions  which  relate  to  foods  and  food  establishments; 

d — Plumbing  inspection,  provided  this  function  is  not  transferred 
to  the  department  of  public  works  as  recommended; 

e — Disinfection,  provided  this  function  is  not  discontinued  as 
recommended. 

4 — Bureau  of  food  inspection  including : 
a — Meat  and  market  inspection; 
b — Dairy  and  milk  inspection ; 
c — Food  inspection  ; 

d — Those  functions  of  industrial  inspection  which  relate  to  foods 
and  food  establishments. 

5 — Bureau  of  medical  and  nursing  service  including : 
a — City  physician ; 
b — Inspection  of  indigents; 
c — Inspection  of  homes  for  boarding  children,  and  the  following 

functions    to    be    provided    for    through    a    district    health 

nursing  plan  to  be  recommended: 

(1)  Tuberculosis  nursing  and  social  work; 

(2)  Inspection  and  supervision  of  midwives; 

(3)  Prenatal  and  postnatal  home  visiting  by  nurses; 

(4)  Such    other    functions    in    the    prevention    of    commu- 

nicable diseases  and  infant  mortality  and  the  pro- 
motion of  community  health  as  may  be  delegated 
to  nurses. 

Attached  to  the   office   of  the   commissioner,   according  to  this   proposed 
reorganization  plan,  should  be  the  following  minor  units  or  divisions : 

1 — Division  of  publicity  and  education  including  all  functions  relating 
to  the  dissemination  of  health  facts,  such  as  publication  of  bulletins, 
pamphlets,  reports,  etc.,  preparation  of  exhibits,  provision  of  lec- 
tures, etc.,  all  of  which  will  be  later  discussed  in  this  report  under 
the  heading  "publicity  and  education"; 

2 — Division  of  accounts  comprising: 

a — The  present  office  of  the  bookkeeping  auditor; 

b — Such  additional  functions  as  may  be  required  in  the  system- 

atization  and  standardization  of  all  departmental  accounting 

work  including  that  of  institutions. 

3 — Division  of  records  comprising: 

a — The  present  office  of  registrar  of  vital  statistics; 
b — The  present,  office  of  the  sanitation  clerk. 
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Such  a  reorganization  does  not  mean  any  radical  change  or  any  con- 
siderable increase  in  cost.  Eventually,  it  is  believed  that  such  co-ordination 
of  related  functions  will  bring  about  a  reduction  in  cost  through  bettej 
system  and  standardization  of  procedure.  It  will  further  enable  the  health 
officer  to  devote  a  large  share  of  his  time  to  the  educational  work  for  which 
no  provision  is  at  present  made,  and  to  the  working  out  of  more  efficient 
methods  of  work  along  all  lines — both  matters  to  which  at  the  present  time 
he  is  unable  to  give  the  attention  necessary  because  of  the  pressure  of 
routine  work. 

Method  of  Selecting  Employees  Unsatisfactory 

By  charter  provision  all  positions  in  the  health  department  above  the 
lowest  grade  of  labor  are  filled  through  civil  service  except  those  positions 
for  which  medical  training  and  skill  are  required.  The  reason  for  exempting 
medical  service  from  civil  service  qualifications  was  because  it  was  believed 
that  physicians  of  experience  and  training  would  be  more  likely  secure4 
through  appointment  than  by  the  ordinary  civil  service  examination.  It  is 
clear  that  this  is  a  fallacj'  of  reasoning.  Given  the  right  kind  of  examina- 
tion, the  best  qualified  physicians  are  much  more  likely  to  be  selected 
through  civil  service  than  otherwise,  and  it  is  therefore  urged  that  an 
amendment  of  charter  be  made  which  will  place  all  medical  service  of  the 
department  under  civil  service  and  thereby  remove  the  medical  service  from 
possible  political  domination. 

Another  serious  defect  in  the  application  of  the  civil  service  rules  to  the 
health  department  is  that  many  persons  are  placed  upon  the  health  depart- 
ment payroll  as  temporary  thirty-day  appointees,  no  eligible  lists  existing 
for  the  positions  to  be  filled.  These  thirty-day  appointments  are  then  conl 
tinued  from  month  to  month  by  renewal  and  there  are  at  the  present  time 
many  employees  on  the  pay  roll  of  the  health  department  who  have  held 
their  positions  for  many  months  under  temporary  appointments.  This  is,  of 
course,  an  absolute  vitiation  of  the  civil  service  principles.  Not  only  does 
such  an  appointee  gain  his  position  without  competitive  examination,  but, 
when  a  competitive  examination  for  that  position  is  held,  the  temporary 
appointee  who  has  been  filling  the  position  for  several  months  has  a  very 
considerable  advantage  over  other  applicants. 

A  few  illustrations  will  suffice  to  show  the  extent  to  which  such  tempo- 
rary thirty-day  appointments  are  made  in  the  health  department.  Examina- 
tion of  the  payroll  of  the  department  for  May,  1915,  shows,  among  other 
positions,  the  following  filled  by  temporary  appointees : 


Chief  sanitary  inspector $250  per  month 

Chemist    125     " 

2  laboratory  helpers  at 60     " 

Industrial  inspector    125     ' ' 

2  market  inspectors  at 125     ' ' 

General  mechanic  (San  Francisco  Hospital).,...   125     " 
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Experienced  clerk  (San  Francisco  Hospital) $150  per  month 

Plasterman  for  surgical  dressings  (San  Fran- 
cisco Hospital)    100     " 

Superintendent  of  nurses  (San  Francisco  Hos- 
pital)        100     " 

Gardiner   (Isolation  Hospital)    80     "        " 

Examination  of  the  payroll  for  May,  1916,  shows  that  these  same  em- 
ploye's were  still  on  the  payroll  as  temporary  thirty-day  appointees.  This 
dots  not  by  any  means  represenl  the  total  number  of  employees  who  were 
on  temporary  thirty-day  appointments  at  the  time  of  this  survey.  The  com- 
plete list  includes  positions  in  practically  every  Held  of  health  department 
work. 

In  permitting  this  situation  to  continue,  the  health  department  is  not 
altogether  to  blame.  The  positions  had  to  be  filled  and,  since  no  examina- 
tions were  held  and  no  eligible  lists  for  these  positions  established  by  the 
civil  service  commission,  although  requested  by  the  department  of  health, 
thirty-day  or  temporary  appointments  had  to  be  made.  But,  while  a 
thirty-day  appointment  may  he  justified,  no  justification  can  be  found  for 
a  civil  service  commission  which  tails  to  perform  the  functions  for  which  it 
was  created — namely,  the  selection  of  qualified  persons  for  public  service 
on  the  basis  of  competitive  tests.  Under  the  present  system  of  appointments 
to  public  service  without  examination,  political  influence  and  "pull"  have 
almost  as  great  weight  as  in  the  days  when  the  slogan  was  "to  the  victor 
belong  the  spoils." 

If  the  civil  service  commission  is  to  carry  out  the  purpose  for  wdiich  it 
was  created,  it  should  be  required  to  provide  eligible  lists  for  all  positions 
required  in  the  health  department,  and  the  health  department  should  secure 
its  appointees  from  this  list.  The  general  application  of  this  thirty-day 
temporary  appointment  clause  to  the  entire  health  department  service  should 
be  discontinued  and  thirty-day  temporary  appointments  made  only  in 
'emergency  as  was  originally  intended. 

Department  of  Health  Nurses 

All  nurses  from  the  department  are  drawn  from  a  single  eligible  list. 
This  means  that  all  have,  so  far  as  the  civil  service  commission  is  concerned, 
the  same  qualifications.  Preference  is  given  to  nurses  who  have  received 
their  training  in  the  San  Francisco  Hospital.  Following  the  fire,  as  a 
recognition  of  the  services  of  nurses  then  serving  in  the  San  Francisco  Hos- 
pital, these  nurses  were  given  a  credit  of  twenty  points  in  the  civil  service 
examination.  This  credit  of  twenty  points  has,  however,  been  continued  to 
the  present  time,  so  that  all  nurses  in  city  service  are,  with  few  exceptions, 
graduates  of  the  San  Francisco  Hospital. 

"While  it  is  not  denied  that  there  is  justification  for  giving  nurses  extra 
credit  for  service  in  the  very  excellent  San  Francisco  Hospital,  twenty  points 
in  one  hundred  is  altogether  too  much.     It  is  not  impossible  or  improbable 
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that  there  are  nurses  in  other  parts  of  the  country  as  well  trained  as  those 
coming  from  the  San  Francisco  Hospital  and  there  are  doubtless  some  who 
have  had  even  better  experience  in  some  lines,  particularly  contagious 
disease  service. 

It  is  believed  that  for  the  best  interests  of  the  department,  special  lists 
should  be  prepared  of  nurses  in  the  various  lines  of  service  which  the  health 
department  offers.  For  school  medical  inspection  a  certain  type  of  nurse  is 
required,  for  tuberculosis  and  social  service  work,  another  type,  for  con- 
tagious disease  work,  still  another  type,  and  so  on.  A  very  competent  con- 
tagious disease  nurse  may  be  a  complete  failure  in  social  service  and  vice 
versa.  There  is  no  need  to  set  up  a  special  title  for  each  class  of  nurses, 
but  when  contagious  disease  nurses  are  required,  an  examination  should  be 
designed  which  will  result  in  the  selection  of  those  especially  qualified — and 
so  on  for  other  kinds  of  nursing  work.  Part  of  the  civil  service  examination 
should  be  an  examination  of  the  candidate  by  the  health  officer  and  the 
heads  of  the  various  institutions  sitting  in  conference.  This  would  give  the 
health  officer  and  his  associates  an  opportunity  to  "size  up"  the  various 
candidates  and  rate  them  according  to  the  ability  and  personality  shown. 
It  will  be  a  most  serious  mistake  if  the  nurses  to  be  appointed  for  tubercu-  j 
losis  social  service  work  are  drawn  from  the  general  nursing  list,  for  this 
kind  of  work  requires  special  experience,  adaptability  and  personality. 
Unless  the  right  kind  of  nurses  are  selected,  results  will  by  no  means  justify 
the  expenditure  of  $5,000  for  nurses,  and  a  mere  written  civil  service  exami- 1 
nation  is  not  sufficient  to  select  such  nurses. 

Part-Time  Service  Should  Be  Discontinued 

The  four  physician  sanitary  inspectors  of  the  department  at  $1,800  a  year  J 
each,  a  chief  medical  inspector  of  schools  at  $1,800  a  year,  two  medical 
inspectors  of  schools  at  $1,200  a  year  each,  an  industrial  inspector  at  $1,500, 
the  city  physician  at  $2,100  a  year,  a  chief  surgeon  of  the  emergency  hos- 
pitals at  $2,400  a  year,  and  twelve  assistant  emergency  hospital  surgeons 
at  $1,320  a  year  each,  are  on  part-time  service.  The  amount  of  time  which 
these  part-time  employees  devote  to  their  duties  in  the  department  varies 
according  to  the  exigencies  of  the  service  in  which  they  are  engaged,  but  in 
no  instance  is  it  definitely  stated  what  shall  constitute  part  time,  except  in 
the  case  of  emergency  hospital  surgeons,  who  work  on  definite  time  sched- 
ules, as  will  be  later  described. 

The  board  of  health  and  the  health  officer  are  agreed  that  part-time 
service  by  health  department  employees  is  unsatisfactory  and  future  appoint- 
ments will  probably  be  made  upon  a  full-time  basis.  It  is  urged  that  steps 
be  taken  to  place  all  employees  on  full  time  so  that  the  department  may 
carry  on  a  great  deal  of  important  work,  which  now  must  be  curtailed 
because  of  lack  of  sufficient  force.  To  place  all  physicians  upon  full-time 
service  means,  of  course,  increasing  their  salaries.  A  minimum  of  $2,400 
should  be  established  for  full-time  medical  service,  except  in  hospital  service. 
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A  more  detailed  discussion  of  the  methods  of  organizing  the  medical 
service  of  the  department  upon  a  full-time  basis  will  be  found  in  those  sec- 
tions of  the  report  relating  to  sanitary  inspection,  medical  inspection  of 
schools,  the  city  physician  and  the  emergency  hospital  service. 

Discipline  and  Training  of  Employees 

In  general  it  may  be  said  that  the  discipline  of  employees  of  the  health 
department  is  good  but  this  cannot  be  attributed  to  anything  but  the  close 
supervision  given  by  the  health  officer,  the  superintendents  of  the  various 
institutions  and  the  chief  ambulance  surgeon.  As  a  matter  of  fact  the 
present  procedure  of  disciplining  an  employee  for  dereliction  of  duty,  in- 
subordination or  other  violation  of  the  rules  and  regulations  is  absolutely 
subversive  of  discipline. 

When  charges  are  made  against  an  employee  by  the  head  of  an  institu- 
tion or  a  superior  officer  of  the  department  or  by  a  citizen,  the  board  sit 
as  a  court  of  inquiry,  calls  witnesses  and  sifts  all  the  evidence.  While  it  is 
believed  that  under  this  method,  which  is  the  legally  authorized  one,  the 
employee  is  given  a  fair  opportunity  to  present  his  side  of  the  controversy, 
it  appears  that  the  whole  procedure  is  incompetent  to  secure  the  end  desired. 
Even  when  the  facts  of  insubordination  or  misconduct  are  clearly  proved 
against  an  employee,  the  determination  of  the  board  can,  of  course,  only  be 
made  as  a  sort  of  compromise  of  the  opinions  of  the  members,  and,  as  the 
employee  has  abundant  opportunity  to  bring  outside  influence  to  bear  in 
the  ease,  the  final  disposal  of  the  case  represents  in  many  instances  a  com- 
promise only. 

Trials  are  conducted  by  the  health  board  which  sometimes  last  over  sev- 
eral weeks.  Large  numbers  of  witnesses  are  called,  and  the  minutes  of  the 
hoard  are  replete  with  pages  of  evidence.  Two  instances  will  suffice  to 
indicate  the  procedure  and  its  defects.  An  inspector  was  complained  of  on 
the  ground  that  he  abused  and  struck  a  citizen,  probably  while  intoxicated. 
Several  hearings  were  held,  a  large  mass  of  testimony  taken,  and  finally  the 
hoard  concluded  that,  while  the  evidence  confirmed  the  guilt  of  the  inspector 
as  to  the  charges,  and  although  the  members  of  the  board  were  convinced 
that  the  inspector  was  intoxicated,  insufficient  evidence  had  been  gathered 
lo  fasten  a  tangible  charge  upon  the  inspector  and  the  incident  was  there- 
fore considered  closed.  The  inspector  is  still  an  employee  although  he  should 
have  been  summarily  dismissed  from  the  service.  Again,  the  superintendent 
of  an  institution  charged  that  a  certain  employee  was  habitually  intemperate, 
inattentive  to  duties  and  incompetent.  The  board  held  a  hearing  at  consid- 
erable length,  the  man  pleaded  guilty,  all  charges  were  sustained,  and  he 
was  reprimanded  and  was  continued  in  the  service. 

Such  proceedings  are  not,  it  is  certain,  promotive  of  efficiency  on  the  part 
of  employees  or  of  adequate  discipline  of  the  force  in  general.  Intoxication 
on  duty  should  be  ground  for  dismissal — but  dismissal  of  an  employee  is  an 
unusual  thing  because  there  are  too  many  interests  of  a  private  nature  which 
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affect,  the  board's  determination  and  because  the  board  has  felt  it  necessary 
to  secure  evidence  which  may  be  absolutely  unassailable  in  a  court  of  law- 
No  board  of  health  or  any  other  tribunal  should  sit  in  trial  of  an  em 
ployee  as  does  a  court  of  law.  The  rules  of  evidence  as  applied  in  a  court 
of  law  were  designed  to  protect  the  defendant  rather  than  to  get  at  the  facts 
of  the  case  and  should  not  limit  the  inquiry  or  action  of  the  board.  Every 
man  who  is  accused  of  wrongdoing  or  incompetence  should,  of  course,  be 
entitled  to  a  hearing,  but  he  should  not  be  surrounded  by  all  the  safeguards, 
restrictions  and  limitations  which  the  courts  place  about  a  defendant  at  law. 
The  health  commissioner,  if  he  is  head  of  the  department,  should  conduct 
such  investigation  as  he  may  deem  necessary  and  should  then  pass  judgment. 
If  his  judgment  is  that  an  employee  shall  be  dismissed  from  the  service 
this  should  end  the  matter. 

The  present  long-drawn-out  trial  procedure  certainly  hampers  the  depart- 
ment in  getting  rid  of  unsatisfactory  employees.  The  superintendent  of  an 
institution  would  much  prefer  to  overlook  instances  of  insubordination  or 
incompetence  than  be  required  to  appear  before  the  board  during  the  courw 
of  one  of  these  trials  in  which  so  often  his  charges,  though  based  upon  facts 
and  proven  valid,  are  set  at  naught  by  conflicting  testimony  and  the  in- 
fluence of  friends  of  the  employee. 

Inspectors  Should  Be  Uniformed 

Health  department  inspectors  possess  broad  police  powers.  There  shouk 
be,  therefore,  for  the  protection  of  the  citizens  and  for  the  protection  of  t 
department  against  the  abuse  of  those  powers,  some  method  of  distinguish! 
these  inspectors.  The  inspector  properly  uniformed  or  wearing  some  insig 
of  office,  would  be  much  less  likely  to  violate  departmental  regulations,  a 
it  would  further  tend  to  give  him  self-respect  as  a  municipal  officer.  It 
urged,  therefore,  that  all  municipal  inspectors,  including  meat  and  mark 
inspectors,  dairy  and  milk  inspectors,  tenement  house  inspectors  and  plumb- 
ing inspectors  be  required  to  wear  a  distinctive  uniform.  This  is  thoroughly 
in  accord  with  the  views  of  the  health  officer,  who  states:  "I  do  not  believe 
in  making  soldiers  of  these  men  with  gold  lace  and  buttons,  but  believe  that 
the  morale,  tone  and  efficiency  can  be  increased  if  some  distinguishing  mark 
keeps  the  individual  under  the  public's  notice." 

Employees  on  Extended  Sick  Leave  With  Pay 

At  the  time  of  this  study  there  were  two  employees  on  the  health  depart- 
ment payroll  who  were  so  physically  incapacitated  that  they  were  not  and 
had  not  been  for  some  time  attendant  upon  their  duties.  A  market  inspector 
at  $125  a  month,  ill  with  chronic  heart  disease,  has  been  off  duty  since 
September  24,  1915,  although  he  returned  to  active  duty  on  February  1,  1915. 
and  worked  until  March  3,  1915,  but,  during  this  entire  period,  has  drawn 
full    pay.      Another   employee,    the    chief   plumbing   inspector,    the    victim   of 
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ihronic  pulmonary  disease,  has  been  on  sick  leave  since  December  1,  1915, 
although  drawing  full  pay  of  $175  per  month.  On  April  26,  1916,  the  board 
sf   health,    in    a    communication   to   the   city    attorney,    asked   the    following 

juestions  : 

1 — "lias  tlie  department  of  health  the  right  to  include  the  names  of  em- 
ployees on  the  monthly  salary  lists  certifying  that  service  has  been 
rendered  when  as  a  matter  of  fact  it  has  not? 

2 — "If  the  department  of  health  has  not  the  right  to  place  these  names 
on  the  payroll,  what  mode  of  procedure  should  be  followed  in  these 
and  cases  of  a  similar  nature  that  may  from  time  to  time  present 
themselves  ? ' ' 

These  were  very  pertinent  questions  and  merited  prompt  reply  from  the 
sity  attorney,  but  thus  far  no  opinion  has  been  rendered  by  this  officer.  In 
he  meantime  these  men  have  continued  on  the  payroll  without  any  return 
n  service  for  salaries  given. 

Obviously  it  is  improper  for  the  city  to  continue  indefinitely  to  pay  for 
lervices  which  it  does  not  receive.  The  cost  to  the  city  is  thereby  doubled 
n  each  case,  for  salaries  are  paid  for  work  not  performed  and  work  which 
;hould  be  done  is  not  done.  Granted  that  the  health  department  should  dis- 
•ontinue  paying  for  services  which  it  is  not  getting,  what  provision,  if  any, 
ihould  it  make  for  its  employees  who  have  become  incapacitated  through 
ong  service? 

It  is  pertinent  to  point  out  in  this  connection  the  need  of  an  adequate 
>ension  plan  for  the  retirement  of  health  department  employees.  In  many 
dties  the  health  department  maintains  its  owrn  pension  fund  made  up  from 
•ontributions  from  employees  and  from  other  sources,  such  as  fines  for  viola- 
ion  of  health  regulations,  fees,  licenses,  etc.  While  it  might  be  desirable 
is  a  temporary  plan  to  establish  a  pension  fund  within  the  department  of 
lealth,  it  is  believed  that  a  better  plan  is  to  have  a  uniform  pension  policy 
or  the  entire  city  which  should  be  made  up  by  contributions  from  em- 
)loyees  and  from  such  other  sources  as  may  be  deemed  proper.  No  matter 
vdiat  pension  policy  is  determined,  there  are  certain  fundamental  require- 
nents  which  should  be  absolutely  guaranteed.     These  are : 

1 — Physical  examination  prior  to  admission  to  service  and  the  rejection 
of  the  physically  unfit ; 

2 — Periodic  physical  examination  of  employees  during  their  careers  in 
city  service ; 

3 — Physical  examination  before  retirement  for  physical  disability; 

4 — Periodic  physical  examination  of  the  pensioner  and  the  requirement 
of  his  return  to  service  if  the  disability  for  which  he  was  retired  is 
removed. 
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Periodic  Physical  Examination  of  Employees 


The  largest  of  our  large  industrial  corporations  have  found  that  efficient 
of  employees  and  economy  of  service  demand  periodic  physical  examination 
of  their  employees.  The  life  insurance  companies  furnish  periodic  physica 
examinations  of  their  policy  holders,  primarily  as  a  measure  of  economy,  fo 
sickness  prevented  means  longer  life  to  the  policy  holder  and  longer  pay 
ments  of  premiums.  The  New  York  City  health  department  has  during  th<| 
past  year  conducted  physical  examinations  of  its  employees.  These  examinaj 
tions  showed  clearly  the  necessity  for  this  work.  A  preliminary  report  upoi 
the  examination  of  696  employees  brought  out  some  very  startling  facts! 
Of  the  696  examined,  232  or  33.3  per  cent  were  in  obvious  need  of  mediea 
advice  and  172  or  24.6  per  cent  were  in  actual  need  of  treatment.  Eyesigh 
was  defective  in  136  or  19.3  per  cent  and  teeth  needed  attention  in  131  o] 
18.8  per  cent.  Defects  of  the  nose  and  throat  were  found  in  8.9  per  cent  o 
all.  Cardiac  derangement  of  varying  degrees  of  severity  and  importance  wa 
found  in  92  or  13.2  per  cent  and  elevation  of  the  systolic  blood  pressurJ 
above  150  Mm.  Hg.  with  some  albuminuria  was  found  in  25  eases  or  3.5  pe: 
cent.  Some  form  of  lung  disease,  active,  quiescent  or  healed  was  found  h 
31  or  4.4  per  cent.  In  34  cases  or  4.9  per  cent,  some  defect  or  abnormality 
of  abdominal  organs  or  wall  was  found.  In  one  case  an  absence  of  reflexej 
was  discovered  which  gave  the  elue  to  a  beginning  tabes  which  will  prob 
ably  be  cured  because  discovered  so  early.  Miscellaneous  defects  whicl 
cannot  be  classified  were  found  in  27  or  3.3  per  cent. 

The  findings  of  this  report  point  clearly  to  the  need  for  more  carefu 
medical  supervision  of  employees.  That  health  departments  all  over  th 
country  should  be  the  last  to  adopt  measures  of  proven  value  to  the  healtl 
of  employees  and  the  community  in  general  is  certainly  not  to  the  credil 
of  health  service. 

It  is  urged  that  the  health  department  begin  immediately  periodi 
physical  examinations  of  all  employees,  not  only  as  a  public  health  measure 
but  also  as  a  measure  of  economy,  for  by  such  medical  supervision,  incipien 
disease  could  be  prevented,  physical  defects  corrected  and  the  value  of  th 
employee  to  the  department  increased.  The  health  officer  requested  severa 
months  ago  that  the  board  require  physical  examination  of  all  employee* 
with  this  very  idea  in  mind,  but  the  board  recommended  that  only  those  b< 
examined  who  reported  sick.  This,  of  course,  does  not  meet  the  needs  of  th 
department. 


Daily  and  Monthly  Reports  Should  Be  Uniform 


The   health    department    requires   very    detailed   reports   from    all    of 
employees,  and  for  this  the  department  is  to  be  highly  commended.     Thes< 
are,  with  the  exception  of  the  daily  reports  of  the  plumbing  inspectors,  whicl 
are  on  sheets  8V2  x  14,  printed  on  forms  8V2  x  11  in  size  and  on  very  goo< 


t'S 


Department  of  Public  Health  393 

paper.       Special    forms    are    devised    for    each    of    the    following    inspection 
jervices : 

Plumbing  inspection ; 
Market  inspection ; 
Industrial  inspection ; 
Food  inspection; 
Disinfection ; 
Sanitary  inspection. 

It  is  believed  that  these  daily  reports  should  be  standardized  as  to  size 
ind  material  and  made  uniform  for  all  lines  of  service.  Examination  of  the 
Uily  reports  shows  that  in  the  majority  of  instances  the  inspector  uses 
only  a  small  portion  of  the  blank.  In  all  eases  the  back  of  the  form  is  not 
ised  at  all.  although  there  is  no  objection  to  the  inspectors  using  the  back 
)f  the  sheet.  A  daily  reporl  should  he  devised  which  will  carry  all  the 
nformation  needed-  and  one  which  may  he  made  out  by  the  inspector  in 
he  tield.  It  should  not  be  necessary  for  inspectors  to  spend  any  considerable 
imount  of  time  in  writing  up  reports.  These  report  forms  might  be  kept  in 
i  small  hook  and  carried  in  the  inspector's  pocket.  If  desired,  the  report 
•ould  he  made  in  duplicate,  one  copy  being  retained  by  the  inspector  for  his 
twn  information.  The  information  which  should  be  required  upon  such  a 
laily  report  form  may  be  condensed  under  the  following  headings: 

Place  of  visit; 
Character  of  premises; 
Name  of  owner  or  agent : 
Purpose  of  visit ; 
Condition  found; 
Action  taken. 

Monthly  reports  are  also  rendered  by  all  branches  of  the  service.  Printed 
!orms  are  used  for  these  reports  by  food  inspectors,  sanitary  inspectors,  market 
nspeetors  and  plumbing  inspectors.  The  use  of  printed  forms  for  this  kind 
>f  report  is  entirely  unnecessary.  Forms  should  be  prepared  and  mimeo- 
rraphed.  The  number  used  by  each  inspector  is,  of  course,  small  and  the  print- 
Tig  of  them  in  large  quantities  is  an  extravagance. 

If  the  plan  for  reorganization  of  the  department  is  adopted,  the  bureau 
•hiefs  of  the  department  should  receive  the  daily  reports  from  the  employees 
inder  their  immediate  supervision.  These  should  be  summarized  and  a  daily 
•eport  from  each  bureau  should  be  placed  on  the  commissioner's  desk  each 
norning  with  such  other  information  as  the  bureau  chief  may  desire  to  impart 
o  his  superior.  The  same  procedure  should  be  followed  with  reference  to 
uonthly  reports.  This  will  reduce  to  a  minimum  the  time  which  will  be  re- 
unred  of  the  commissioner  in  reviewing  the  work  of  the  various  bureaus  and 
it  the  same  time  furnish  him  with  the  data  which  he  needs  for  proper  direc- 
ion  of  work. 
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Clerical  Service  and  Record-Keeping 

The  general  clerical  and  record-keeping  service  of  the  department  is  undeij 
the  supervision  of  a  chief  clerk  who  is  also  the  registrar  of  vital  statistics 
All  records  pertaining  to  the  general  inspectional  work  of  the  department  are 
however,  under  the  immediate  supervision  of  the  sanitation  clerk.  Although 
as  will  hereafter  be  noted  in  dealing  with  special  phases  of  department  work 
there  is  considerable  possibility  of  simplifying  records  and  reducing  cost  with 
out  impairing  the  value  of  such  records,  the  efforts  of  the  chief  clerk  and  hisl 
assistant  to  keep  records  to  date  and  properly  filed  are  worthy  of  the  highes] 
commendation.  So  far  as  could  be  observed  in  a  five  weeks'  study  of  depart! 
mental  activities,  the  members  of  the  clerical  force  are  competent,  attentive  t(| 
their  duties  and  in  all  respects  a  credit  to  the  department. 

It  will  be  noted  in  the  proposed  reorganization  plan  that  a  division  olj 
records,  which  should  be  attached  directly  to  the  office  of  the  health  commisi 
sioner,  is  recommended.  If  this  plan  is  adopted,  it  is  further  recommended 
that  this  division  of  records  should  include  all  functions  now  performed  b}l 
the  chief  clerk  in  his  capacity  as  registrar  of  vital  statistics  as  well  as  the  funci 
tions  now  performed  by  the  sanitation  clerk.  This  division  should  be  undeii 
the  direction  of  the  chief  clerk  with  the  sanitation  clerk  as  his  assistant. 

The  Office  of  the  Bookkeeper  and  Auditor 

In  view  of  the  fact  that  the  health  department  service  includes  the  admin 
istration  of  the  San  Francisco  Hospital,  the  Relief  Home  and  the  emergency 
and  isolation  hospitals,  the  services  of  a  bookkeeper  or  accountant  and  ont; 
assistant  are  very  necessary,  and,  under  the  present  incumbent,  it  is  believec 
that  the  suggestions  hereinafter  to  be  made  for  making  the  institutional  aci 
counting  procedure  uniform  throughout  the  entire  department  will  be  well 
carried  out. 

The  records  found  in  this  office  are  kept  in  excellent  condition  and  an 
indicative  of  efficient  and  painstaking  service  on  the  part  of  the  bookkeeper 
and  his  assistant. 

Uniformity  of  Methods  in  Handling  Stores  Recommended 

The  method  of  handling  stores  varies  considerably  in  the  various  institui 
tions  under  the  control  of  the  department.  A  description  of  the  procedure  it 
each  case  will  be  found  in  greater  detail  in  the  sections  relating  to  these  insti, 
tutions.  A  brief  description  of  the  procedure  in  each  institution  is,  however 
necessary  here  for  comparative  purposes. 

At  the  San  Francisco  Hospital,  requisitions  upon  stores  are  made  out  bv 
the  heads  of  the  various  divisions  of  service.  These  requisition  forms  ther. 
go  directly  to  the  superintendent,  who  scrutinizes  each  item  carefully  and 
if  satisfactory,  signs  them  and  sends  them  to  the  storekeeper.  If  any  doubt 
exists  in  his  mind  as  to  the  need  for  the  quantity  or  kind  of  goods  requisi 
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ioned,  the  order  is  held  up  until  inquiry  has  been  made.  The  storekeeper  is 
Jmder  orders  to  allow  no  articles  of  equipment  unless  the  old  equipment  is 
.♦eturned.  If  a  nurse  requires  a  new  thermometer,  the  old  one  or  its  pieces 
nust  be  returned;  old  linen  must  be  returned  for  new,  and  old  crockery  or 
itensils  for  new.  In  this  way  an  excellent  check  is  kept  upon  stores.  The 
norekeeper  keeps  a  complete  and  detailed  record  of  all  receipts  of  stores  and 
[heir  disbursements  to  the  various  units  of  the  hospital  so  that  it  is  possible 
[O  compare  the  consumption  of  supplies  and  the  utilization  of  equipment  ward 
)\   ward  or  unit  by  unit. 

Much  the  same  procedure  is  followed  at  the  Relief  Home,  except  that  the 
form  of  records  used  in  keeping  account  of  stock  differs  and  the  segregation 
if  disbursements  according  to  the  various  units  is  not  so  fully  detailed. 

At  the  Isolation  Hospital  the  general  plan  is  also  observed  except  that 
Requisitions  go  directly  from  the  heads  of  the  various  divisions  or  units  to 
he  stm-t  keeper,  the  superintendent  not  scrutinizing  these  requisition  as  a  mat- 
er of  routine.  The  storekeeper  at  the  Isolation  Hospital  keeps  a  set  of  rec- 
>rds  of  receipts  and  disbursements  of  his  stock,  but  his  method  of  record- 
keeping is  also  different  from  that  in  the  other  institutions. 

At  the  central  emergency  hospital,  which  is  the  source  of  supply  for  all 
anergency  hospitals,  no  very  great  amount  of  stores  is  kept,  the  amount 
>rdered  usually  being  sufficient  for  one  month  only.  Requisitions  are  made 
lpon  stores  and  these  requisitions  are  first  signed  by  the  chief  surgeon.  The 
toward  does  not  keep  a  stock  record  showing  receipts  and  disbursement  of 
tock  and  the  quantity  of  each  article  on  hand,  but  simply  makes  an  inven- 
ory  twice  each  year. 

It  would  seem  advisable  that  identically  the  same  procedure  of  requisition 
.nd  accounting  of  stores  be  put  into  effect  in  all  institutions.  Requisitions 
hould  be  made  out  by  the  responsible  heads  of  the  various  units  of  each  insti- 
ution.  These  requisitions  should  go  then  to  the  superintendent  for  his  ap- 
>roval  in  all  cases  and  then  to  the  steward  or  storekeeper,  who  should  issue 
he  goods  and  receive  the  signature  of  the  person  making  requisition. 

Stock  cards  should  be  kept  for  each  kind  of  goods.  All  receipts  of  goods 
hould  be  entered  upon  the  cards,  and  also  disbursements,  with  the  title  of 
he  division  or  unit  of  the  institution  receiving  them.  A  current  balance  of 
tock  on  hand  should  also  be  shown  on  these  cards. 

The  procedure  of  the  superintendent  of  the  San  Francisco  Hospital  in 
equiring  the  return  of  old  equipment  before  new  is  allowed  should  be  made 
aandatory  in  all  cases. 

Such  uniformity  of  procedure  would  permit  better  comparison  of  the  use 
f  stores,  would  reduce  the  cost  of  printing  record  forms,  and,  in  the  event  of 
ransfer  of  a  storekeeper  from  one  institution  to  another,  would  insure  his 
amiliarity  with  procedure. 


Note — In  accordance  with  the  above  recommendations,  a  uniform  system  of  stores 
ecords  for  all  institutions  has  already  been  adopted  by  the  board  of  health. 
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Uniformity  of  Accounting-  Urged 

The    auditor   at   the   central   office   segregates   his   expenditures   under  th 
following  heads : 

Executive ; 

Bureau  of  sanitation; 

Auditing  department; 

Bureau  of  vital  statistics ; 

Laboratory ; 

Vaccine  and  antitoxin; 

Sanitary  inspection ; 

Disinfection ; 

Plumbing  inspection ; 

Food  inspection ; 

Dairy  inspection ; 

Milk  inspection ; 

School  inspection; 

Industrial  inspection ; 

City  physician ; 

Inspector  of  indigents ; 

Tenement  house  inspection ; 

Equipment    (general)  ; 

Laboratory  equipment. 

This  segregation  is  based  upon  the  general  organization  of  the  central  offic 

In    the    various    institutions    where    there    exist    almost    identical    bases 
expenditure,  the  segregation  shows  the  widest  variation. 

At  the  San  Francisco  Hospital,  for  example,  the  following  segregation 
made: 

Office  expenses; 

Surgical  instruments ; 

Surgical  and  medical  supplies; 

Garage ; 

Housekeeping ; 

Coal; 

Kitchen ; 

Bread ; 

Groceries ; 

Milk ; 

Butter  and  eggs; 

Fruit  and  vegetables; 

Meat  and  fish ; 

Fuel  oil; 

Maintenance  of  grounds  and  buildings; 

Laundry ; 

Electrical  and  lighting  supplies; 

Engine  room  and  plumbing  supplies ; 

Miscellaneous ; 

Salaries. 
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At  the  Isolation   Hospital  the  following  segregation  is  made: 

Food  supplies; 

Drugs ; 

Clothing  and  dry  goods; 

Janitorials  and  laundry; 

Fuel ; 

Transportation ; 

Equipment; 

Buildings  and  ground; 

Balaries. 

At  the  emergency  hospitals  still  another  segregation  is  made  as  follows: 

Subsistence ; 

Surgical  and  medical  supplies; 

Motor  ambulances; 

Fuel  gas; 

Linen ; 

Miscellaneous. 

At  the  Relief  Homo  another  segregation  is  made  as: 

Subsistence ; 

Sundries ; 

Clothing  and  bedding; 

Power  plant ; 

Drugs ; 

Laundry ; 

Stables; 

Dairy ; 

Farm  and  garden; 

Fuel; 

Repairs,   ordinary ; 

Repairs,  wagon  and  harness; 

Repairs,  machinery ; 

Repairs,  auto ; 

Garage  (oil,  etc.)  ; 

Permanent  improvements. 

It  will  be  noted  that  while  the  needs  of  the  various  institutions  are  much 
je  same  as  regards  food  supplies,  medical  and  surgical  supplies,  linen,  laundry 
applies,  etc.,  the  segregations  vary  so  widely  that  it  is  profitless  to  attempt  to 
'mpare  costs  in  those  institutions.  It  is,  therefore,  urged  that  a  uniform 
•issification  be  determined  upon  which  will  meet  the  needs  of  all  institutions 
:id  that  this  be  followed  in  all  cases.  If  such  uniform  procedure  is  adopted, 
'e  auditor  of  the  department  should  keep  all  accounts  whether  of  institu- 
^ns  or  the  central  office.  If  desired,  the  institutions  may  keep  their  individual 
•  ?regation  of  accounts  for  their  own  information. 

Note — In  accordance  with  the  above  recommendations,  the  board  of  health  has 
•'"eady  adopted  a  uniform  system  of  accounting  for  all  of  the  institutions  under  its 
•atrol. 
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New  Sources  of  Revenue  Suggested 

In  the  majority  of  American  cities  fees  are  required  for  the  issuance  o: 
licenses  or  permits  to  carry  on  businesses  which  are  placed  under  health  depart 
ment  supervision.  Although  no  provision  is  made  in  the  health  ordinances  o: 
the  city  of  San  Francisco  for  requiring  such  permit  or  license  fees,  it  i: 
believed  that  such  provision  should  be  made.  It  is  believed  that  those  busi 
nesses  or  trades  which  are  under  inspection  by  the  department  and  for  whicl 
a  permit,  license  or  sanitary  certificate  is  required  should  be  required  to  pay  ; 
fee  for  such  permit,  license  or  sanitary  certificate  sufficient  to  cover  the  cos 
of  inspection.  The  possession  of  such  an  authorization  from  the  health  depart! 
ment  confers  upon  these  businesses  certain  commercial  advantages.  For  exi 
ample,  the  milk  dealer,  either  dairyman,  bottler,  or  retailer,  is  permitted  t« 
sell  milk  in  the  city  of  San  Francisco  provided  he  first  obtains  a  permit  froni 
the  health  department.  The  permission  here  given  is  of  commercial  advantag; 
to  the  dealer.  The  same  is  true  of  food  establishments  which  are  under  in 
spection  by  the  department,  lying-in  homes  and  institutions  for  boarding-ou 
children,  scavengers,  laundries,  cigar  factories,  etc.  On  the  other  hand,  per 
mits  to  conduct  business  from  which  no  commercial  advantage  is  derived 
should  be  issued  without  charge. 

To  what  extent  it  may  be  possible  for  the  health  department  so  to  requir 
fees  for  permits  or  sanitary  certificates,  it  is  impossible  to  say  without  a  mor 
thorough  analysis  of  existing  laws  than  it  has  been  possible  to  make  during  th 
course  of  this  survey.  It  is  suggested,  however,  that  a  list  be  prepared  by  thj 
department  of  those  businesses  or  trades  now  requiring  a  permit  or  sanitar, 
certificate  and  that  an  opinion  be  secured  from  the  city  attorney  relative  t 
the  powers  of  the  department  in  this  matter.  Under  existing  ordinances,  n 
provision  is  made  for  charging  fees  for  the  issuance  of  any  such  permits,  bui| 
if  no  other  barrier  exists,  it  is  urged  that  the  ordinances  be  amended  so  as  t| 
permit  the  increase  of  city  revenue  in  this  way. 

Health  Appropriation 

For  the  fiscal  year  1916-17,  a  total  of  $884,942  was  allowed  the  healtj 
department.  Of  this  sum,  the  following  amounts  were  allowed  for  generi 
administration  of  the  department  and  for  those  functions  which  are  concerne 
with  preventive  health  work: 

General  office — 

Salaries    $24,336 

Automobiles    2.285 

Health   department   expenses 14.000 

Vacations    7,330 

Burial  of  indigent  dead 8.000 

Nurses  for  home  inspection  of  tuberculosis 5,000 

Inspection    (general)    94,200 

Laboratory  service    13,920 
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Isolation  hospital — 

Salaries     25,708 

Maintenance    19,000 

Furnishing  diphtheria  carrier  pavilion 1,000 

Special   sanitat  inn    7,500 

Total    $222,279 

For  those  functions  which  we  may  designate  ;is  curative,  that  is,  not  pri- 
narily  preventive,  and.  as  Mich,  in  most  cities  not  under  health  department 
idministrative  control,  the  following  amounts  were  allowed: 

San  Francisco  Hospital — 

Salaries    $163,576 

.Maintenance    175,000 

Special — converting  outo  wagon  into  truck 550 

Emergency   Hospitals — 

Salaries    75,252 

Maintenance    14,665 

Relief  Home — 

Salaries     67,420 

Maintenance    165,000 

Special — rebuilding  steam   service   lines 1,200 

Total    $662,663 


In  estimating  the  per  capita  cost  for  health  service,  in  order  to  have  a  basis 
or  comparison  with  other  cities,  the  cost  of  those  functions  only  which  are 
reventive  rather  than  curative  should  be  considered.  In  most  American  cities, 
cncral  hospital  service,  almshouse  service  and  emergency  hospital  service  are 
nder  the  administrative  control  of  a  department  of  charities  or  a  department 
f  hospitals,  and  the  cost  thereof  is  therefore  not  included  when  calculating 
le  per  capita  cost  for  health  service.  Leaving  out  of  consideration  then  the 
ost  of  such  service  at  the  San  Francisco  Hospital,  Emergency  Hospitals,  and 
'elicf  Home,  San  Francisco  allows  for  the  current  fiscal  year  $222,279  for  pre- 
entive  health  work.  On  the  basis  of  an  estimated  population  of  475,000,  San 
rancisco  pays  46.7  cents  per  capita  for  health.  This  is  by  no  means  a  high 
rice  to  pay  as  compared  with  that  paid  by  other  American  cities.  The  slogan 
public  health  is  purchasable"  has  become  a  public  health  axiom.  Any  corn- 
unity  may  have  just  as  much  health  protection  as  it  is  willing  to  pay  for. 

A  comparison  of  cost  for  the  conservation  of  health  in  cities  having  popu- 
tion  from  300,000  to  500,000  for  the  fiscal  year  1915  is  found  in  the  Financial 
tatistics  of  Cities  for  1915,  published  by  the  United  States  Bureau  of  Census, 
ertain  *-ery  interesting  facts  are  indicated  in  this  comparison  which  is  here- 
ith  reproduced: 
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Cities   (in  order  of  size) 

Having  population    of 

from  300,000  to 

500,000 


CONSERVATION    OF    HEALTH. 


Total 


General  Con- 
duct of 
Health 

Department 


Prevention  and 

Treatment  of 

Communicable 

Diseases 


Conservation 

of 

Child  Life 


Buffalo,  N.  Y $506,387 

San  Francisco,    Cal 189,422 

Los  Angeles,  Cal 107,268 

Milwaukee,  Wis 215,886 

Cincinnati,  Ohio   136,250 

Newark,  N.  J 333,024 

New  Orleans,  La 133,893 

Washington,  D.  C 152,952 

Minneapolis,  Minn 100,773 

Seattle,  Wash 167,172 


70,306 

$394,896 

$41,185 

65,907 

119,224 

4,291 

50,327 

26,681 

30,260 

59,500 

118,934 

37,452 

27,111 

94,969 

14,170 

114,852 

185,053 

33,119 

54,579 

71,814 

7,500 

53,709 

91,077 

8,166 

30,114 

50,672 

19,987 

41,559 

116,222 

9,391 

It  will  be  noted  that  according  to  the  table  San  Francisco,  though  secow 
in  population,  is  fourth  in  the  amount  spent  for  health  conservation  and  als(| 
that  San  Francisco  spends  less  for  the  conservation  of  child  life  than  any  othei 
city  of  its  class.  A  comparison  of  the  percentages  of  total  appropriation; 
spent  for  the  conservation  of  child  health  in  these  cities  follows: 

Per  Cent  of  Total    : 
Cities  (300,000  to  500,000)  Expenditure  for 

Arranged  in  Order  of  Conservation  of 

Population  Child  Life,  1915 

Buffalo,  N.  Y 8.1 

San  Francisco,  Cal 2.1 

Los  Angeles,  Cal 28.2 

Milwaukee,    Wis 17.3 

Cincinnati,  Ohio    10.3 

Newark,  N.  J 9.9 

New  Orleans,  La 5.6 

Washington,   D.   C 5.3 

Minneapolis,   Minn 19.9 

Seattle,  Wash 5.6 


A  comparison  of  per  capita  cost   for  health  conservation  based  on   th 
figures  of  the  United  States  Bureau  of  Census  for  1915  shows  the  following 

Cities    (300,000  to  500,000)  Per  Capita    Cos 

Arranged  in  Order  of  for    Conservatio 

Population  of   Health    1915 

Buffalo,  N.  Y 1.11 

San  Francisco,  Cal 0.42 

Los  Angeles,  Cal 0.24 

Milwaukee,    Wis 0.51 

Cincinnati,  Ohio    0.34 

Newark,  N.  J 0.86 

New  Orleans,  La 0.37 

Washington,  D.  C 0.43 

Minneapolis,   Minn 0.29 

Seattle,  Wash 0.53 
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In  this  comparison  San  Francisco  though  second  in  population  stands 
axth   in   the    per   capita    cost    for   health   conservation. 

Although  it  is  believed  that  San  Francisco  is  spending  far  too  little  for 
preventive  health  service,  it  is  nol  urged  thai  any  considerable  increase  of 
appropriation  be  allowed  under  the  present  organization  which  is  believed 
o  lend  itself  to  extravagance  rather  than  economy.  It  is  extravagance  to 
my  a  trained  health  officer  $3,600  a  year  and  require  him  to  perform  a  large 
imount  of  routine  work  which  should  be  delegated  to  subordinates;  it  is 
extravagance  to  employ  physicians  on  part-time  service;  it  is  extravagance 
o  pay  salaries  for  work  not  performed  as  in  the  case  of  several  inspectors 
who  have  been  on  sick  leave  for  long  periods;  and  it  is  extravagance  to 
end  inspectors  into  the  field  without  having  that  held  so  mapped  out  as 
o  direct  their  work  to  best  advantage.  In  succeeding  pages  an  attempt 
vill  be  made  to  show  how  the  health  department  force  should  be  directed  to 
ecure  best  results. 

The  Bureau  of  Sanitation 


As  shown  in  chart  "A"  of  the  present  organization  of  the  department 
•f  health,  the  major  inspectional  functions  of  the  department  are  included 
rithin  the   bureau    of  sanitation,   namely : 

1 — Prevention  of  communicable  diseases 

2 — Disinfection 

3 — Investigation   of   complaints 

4 — Food  inspection,  including — 

a — Meat  and  market  inspection 

b — Dairy  and  milk  inspection 

c — Food  inspection — general 
5 — Industrial  inspection 
6 — Plumbing   inspection 

Although  each  of  these  functions  above  enumerated  represents  a  more 
r  less  distinct  field  of  service,  all  are  under  the  immediate  supervision  of 
lie  chief  sanitary  inspector,  who  is  in  effect  a  deputy  health  officer. 

In  succeeding  pages  of  this  report  each  function  of  the  sanitary  bureau 
.'ill  be  discussed  and  its  place  in  the  general  reorganization  plan  proposed 
ill  be  defined.    (See  Chart  "B.") 

Prevention  of  Communicable  Diseases 

'ull-Time  Service  of  Physicians  Recommended 

A  chief  sanitary  inspector  on  full  time  at  $3,000  and  four  physician  sani- 
iry  inspectors  on  part  time  at  $1,600  are  assigned  to  the  investigation  of  cases 
E  transmissible  disease  which  may  be  reported  to  the  department.  As  the 
ispectors  are  required  also  to  perform  such  other  inspections  and  investiga- 
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tions  as  may  be  required  in  the  prevention  of  nuisances  and  the  correction  o 
insanitary  conditions  of  all  kinds,  it  is  obvious  that  part-time  service  on  th 
part  of  those  inspectors  cannot  produce  best  results  in  the  prevention  and  cor 
trol  of  communicable  diseases.  It  has  already  been  recommended  that  ful 
time  service  be  required  for  all  medical  service  within  the  department.  1 
this  is  done,  it  is  believed  that  the  number  of  inspectors  now  employed  will  b 
entirely  adequate,  since  it  will  mean  practically  doubling  the  force.  If  ful 
time  service  is  required,  however,  it  will  be  necessary  to  increase  the  salaric 
of  the  four  physician  inspectors  from  $1,800  per  year  to  $2,400  per  year.  Thi 
would  mean  a  total  increase  of  but  $2,400  in  salary  cost,  while  doubling  th 
amount  of  service. 

The  necessity  for  placing  these  physician  inspectors  on  full  time,  is  recoj 
nized  by  the  health  officer  and  by  the  members  of  the  board  and  this  should  b 
done  as  promptly  as  possible. 

"Follow-Up"  of  All  Cases  of  Communicable  Disease  Urged 

Careful  observation  of  the  methods  of  registration  and  control  of  con 
municable  diseases  as  reported  to  the  department,  indicates  that  this  wor 
is  as  well  provided  for  as  is  possible  under  the  present  plan  of  part-time  med 
cal  inspection  service.  The  lack  of  force  due  to  part-time  service  by  phys 
cian  inspectors  has,  however,  made  it  impossible  to  provide  a  thorough  follow 
up  of  all  cases  of  communicable  disease  reported  and  particularly  of  thos 
cases  of  contagious  disease  which  are  placed  under  quarantine.  On  Marc 
16th,  at  a  meeting  of  the  board  of  health,  the  health  officer  stated  that  one  c 
the  problems  then  confronting  the  department  was  the  laxity  shown  by  ho 
holders  in  conforming  to  the  quarantine  regulations.  Although  considera 
improvement  has  resulted  in  the  enforcement  of  quarantine  regulations  o 
to  the  excellent  co-operation  given  by  the  police  at  the  request  of  the  board 
health,  there  is  still  urgent  need  for  better  control  of  cases  of  transmissi 
disease  isolated  in  their  homes. 

It  is  believed  that  the  adoption  of  the  policy  of  full-time  service  by  ph 
sician  inspectors  and  the  establishment  of  a  co-operative  district  nursing  pi 
to  be  later  recommended  will  enable  the  department  to  provide  a  system 
follow-up  of  all  cases  of  transmissible  disease  which  have  been  quarantined  i 
their  homes,  and  this  is,  of  course,  a  necessity  in  any  well-conducted  campa: 
of  prevention.      Quarantine   which   is   not   uniformly   and   strictly   observed 
useless.     The  advent  of  an  epidemic   of  poliomyelitis    (infantile  paralysis) 
other  easily  transmissible   disease   in   the   city   of   San   Francisco,   would 
the  department  entirely  unprepared  and  unable  to  cope  with  the  disease. 

The  Prevention  of  Tuberculosis 

Up  to  the  present   time  the  department   of  health   has   done   little   beyW 
simple  registration  of  this  disease  as  it  was  reported  by  physicians.     Act 
work  in  the  prevention  and  control  of  the  disease  has  been  delegated  to  tl 
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Lnti-Tuberculosis  Association  of  San  Francisco.  While  the  efforts  of  the  Anti- 
tuberculosis Association  should  be  highly  commended  and  encouraged,  it  is 
elieved  that  the  prevention  ami  control  of  this  disease  are  matters  for  health 
cpaiiiiH'nt  supervision. 

The  appropriation  in  the  current  budgel  of  $5,000  for  the  employment  of 
ibereulosis  nurses  is.  of  course,  heartilj  approved,  but  it  is  believed  that  a 
prions  mistake  will  be  made  unless  an  adequate  plan  for  the  co-operation  of 
11  agencies  in  the  control  of  this  disease  is  adopted.  It  is  estimated  by  the 
an  Francisco  Association  I'm-  the  Study  and  Prevention  of  Tuberculosis,  that 
lere  are  approximately  8,200  Living  eases  in  the  city  of  San  Francisco,  and 
lis  estimate  we  believe  is  not  an  improper  one.  About  900  deaths  occur  an- 
ually  in  San  Francisco  from  this  disease  and  yet  the  forces  for  combating 
ip  disease  are  entirely  inadequate. 

If  the  health  department  undertakes  tins  work,  it  is  necessary  that  general 
dministrat  ive  supervision  of  the  entire  field  be  delegated  to  the  health  de- 
artment.  A  plan  is  recommended  later  in  this  report  for  the  consolidation 
aider  health  department  supervision  of  all  nursing  agencies  in  the  city  and  the 
forking  out  of  a  district  nursing  plan.  Under  this  plan,  the  entire  city  would 
e  divided  into  small  districts.  The  nurse  in  each  one  of  these  districts  would 
e  charged  with  nursing  supervision,  not  only  of  all  cases  of  tuberculosis 
ithin  her  district,  but  also  of  all  other  health  department  work.  Districts 
lculd  be  arranged  on  the  basis  of  the  work  to  be  done. 

i  Nursing  supervision  of  tuberculosis  requires  something  more  than  mere 
ivestigation.  It  should  require  actual  nursing  care  when  this  cannot  be  pro- 
ided  by  the  individual  for  himself.  It  should  mean  persistent  and  continued 
forts  on  the  part  of  the  nurse  to  see  that  home  conditions  are  satisfactory,  to 
■e  that  clinic  facilities  are  provided,  to  educate  the  family  in  the  prevention 
f  the  disease  and  in  the  physical  care  of  its  members.  In  short,  it  is  investiga- 
on,  plus  nursing,  plus  social  service  work. 

■  The  importance,  therefore,  of  selecting  nurses  who  are  competent  to  carry 
i  the  work  outlined  cannot  be  overestimated.  The  appointment  of  such 
arses  from  a  general  eligible  list  for  all  nurses  will  certainly  not  result  in  a 
roper  selection.  It  is  urged  therefore  that  a  special  examination  be  devised 
*•  the  civil  service  commission  in  co-operation  with  the  health  authorities  to 
le  end  that  nurses  of  special  training  and  ability  may  be  chosen  for  this  work. 

revention  of  Ophthalmia  Neonatorum 

The  act  of  1915  of  the  state  legislature  requires  the  reporting  to  the  local 
■alth  officer  of  "Any  condition  of  the  eye  or  eyes  of  any  infant  in  which 
Lere  is  any  inflammation,  swelling  or  redness  in  either  one  or  both  of  eyes  of 
iy  such  infant  ...  at  any  time  within  two  weeks  after  birth."  It  is  im- 
)ssible  to  say  to  what  extent  this  law  has  been  observed  by  physicians, 
vgeons,  obstetricians,  midwives,  nurses,  maternity  homes  or  hospitals,  parents, 
latives,  and  others  specified  in  the  act  as  responsible  for  such  reporting. 
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In  the  year  1915-1916  no  cases  of  opthalmia  were  reported  to  the  depart- 
ment. It  is  extremely  improbable  that  this  represents  the  actual  condition 
since  the  department  of  health  has  no  systematic  inspection  or  supervision  of 
midwives,  and  until  the  past  four  or  five  months  has  had  no  inspection  of 
maternity  homes  or  places  where  infants  are  boarded.  It  has  been  the! 
experience  of  every  city  where  effort  has  been  made  to  visit  all  new-born  infants, 
reported  by  midwives  and  to  establish  a  systematic  follow-up  of  such  cases  that 
a  surprisingly  large  number  of  cases  of  opthalmia  neonatorum  have  been  dis-: 
covered. 

The  department  of  health  provides  packets  of  silver  nitrate  solution  for  the, 
use  of  physicians  and  midwives,  with  complete  directions  for  their  use. 

There  is  no  assurance,  however,  that  silver  nitrate  is  used  in  all  cases.  The 
only  effective  way  in  which  this  can  be  accomplished  is  by  constant  education 
of  midwives  and  others  attendant  at  the  birth  of  infants,  and  this  can  only  be 
brought  about  through  a  follow-up  by  nurses  and  physicians  of  the  depart- 
ment. The  adoption  of  the  co-operative  district  nursing  plan  recommended  in 
the  following  paragraph,  would  permit  the  visiting  by  a  nurse  of  each  birth 
reported  by  a  midwife. 

Co-operative  Nursing  Service  Recommended 

Two  district  nurses  are  employed  by  the  Telegraph  Hill  Neighborhood 
Association  and  one  by  the  People's  Place,  another  community  welfare  center. 
The  Metropolitan  Life  Insurance  Company  employs  two  nurses  in  general 
nursing  service,  and  the  Associated  Charities  of  San  Francisco  have  two  nurses 
who  are  engaged  chiefly  in  investigational  work  rather  than  actual  nursing 
service.  Prenatal  and  postnatal  nurses  are  employed  by  the  University  of 
California  Hospital  Clinic  and  by  the  Stanford  University  Hospital  Clinic. 

There  are  five  nurses  employed  by  the  Anti-Tuberculosis  Association  in  in- 
vestigational and  preventive  work.  At  the  present  time,  therefore,  there  are 
twelve  to  five  nurses  employed  by  private  agencies  in  public  health  work  of  one 
kind  or  another. 

The  department  of  health  has  been  allowed  $5,000  in  the  1916-1917  budget 
for  the  employment  of  tuberculosis  nurses.  It  is  believed  that  a  serious  mistake 
will  be  made  if  these  nurses  are  employed  for  tuberculosis  work  only  and  with- 
out the  establishment  of  a  thoroughgoing  plan  of  co-operation  with  other 
agencies  doing  the  same  or  related  work.  There  are  many  ways  in  which 
nurses  can  be  used  for  the  promotion  of  public  health.  The  necessity  in  any 
adequate  public  health  program  for  follow-up  to  enforce  quarantine  for  com- 
municable diseases,  for  prenatal  nursing  service,  for  the  inspection  of  midwives. 
for  the  follow-up  of  new-born  children,  and  for  the  education  and  training  oi 
mothers,  has  already  been  proven.  For  the  health  department  to  employ  all 
the  nurses  needed  in  these  various  activities,  would  be  so  costly  as  to  rendei 
it  impracticable.  With  the  adoption  of  a  city-wide  plan  of  co-operation  be 
tween  the  health  department  and  private  agencies,  there  would  be  available  an 
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Organized  corps  of  nurses,  including  the  tuberculosis  nurses  to  be  appointed,  for 
tarrying  on  these  varied  activities. 

1 1  is  suggested  that  steps  be  taken  to  establish  a  co-operative  advisory 
ward  made  up  (if  representatives  of  the  various  private  agencies,  and  that  a 
!>lan  for  districting  the  city  he  worked  out  s.>  thai  the  work  of  tins  co-operative 
rorsiim-  corps  may  he  directed  where  work  is  needed.  The  health  department 
hould  be  charged  with  the  administrative  control  of  this  field  force  and  space 
hould  he  provided  in  the  new  offices  of  the  health  department  as  a  clearing 
louse  for  the  nursing  service.  All  nursing  work  required  in  each  district 
hould  he  done  by  the  nurses  assigned  to  such  districts.     The  adoption  of  such 

I  plan  would  reduce  the  overhead  cost    of  supervision,  would  make  available 

II  the  information  collected  hy  all  nurses,  and  would  enable  the  health  depart- 
ment to  carry  on  many  activities  now  impossible  because  of  lack  of  funds 
nd  employees. 

This  co-operative  district  nursing  plan  is  by  no  means  an  experiment.  In 
>ayton,  Ohio,  with  the  reorganization  of  the  department  of  health  following 
ie  flood,  such  a  plan  was  put  into  effect  with  a  resulting  saving  of  expense, 
eduction  of  infant  mortality  and  lowering  of  the  general  death  rate. 

Under  this  plan,  district  health  centers  at  the  Telegraph  Hill  Association's 
eadquarters  and  the  People's  Place  would  be  immediately  available,  as  well 
s  the  tuberculosis  clinics  for  that  particular  phase  of  service.  Other  centers 
mid  be  established  as  needed  in  the  public  schools,  a  very  practicable  thing, 
articularly  in  the  summer  months  when  the  schools  are  closed,  for  it  is  during 
lis  period  that  infant  welfare  work  is  most  needed. 

reventorium  of  the  Telegraph  Hill  Neighborhood  Association 

The  Telegraph  Hill  Neighborhood  Association  has  established  a  preven- 
>rium  upon  150  acres  of  land  in  Marin  County  at  the  Hill  Farm.  At  this 
irni  children  and  women  who  are  in  need  of  country  life,  fresh  air,  sunlight 
id  good  food,  with  a  moderate  amount  of  exercise  out  of  doors,  are  cared 
>r  at  the  expense  of  the  association.  This  institution  has  been  little  used  by 
ie  health  department  until  recently  when  a  social  service  nurse  was  appointed 

the  San  Francisco  Hospital.  This  preventorium  could,  however,  be  made  a 
?ry  useful  adjunct  of  the  health  department's  service  through  co-operation 
ith  the  Telegraph  Hill  Neighborhood  Association  and  the  use  of  health 
apartment  funds  in  partial  support  of  the  institution. 

Such  co-operation  and  financial  assistance  would  result  in  economy  to  the 
apartment,  for  many  children  and  women  who  are  now  cared  for  at  the 
in  Francisco  Hospital  at  a  cost  of  $38  per  month,  could  be  better  cared  for 
■  the  preventorium  for  $12  per  month.  The  city  of  San  Francisco  could  well 
ford  to  pay  for  the  care  of  such  cases  at  the  preventorium,  rather  than  to 
•ntinue  their  care  at  the  San  Francisco  Hospital.  Such  financial  assistance 
Mild  perhaps  enable  the  Telegraph  Hill  Association  to  enlarge  its  plant  for 
e  accommodation  of  the  greater  number  of  patients  who  would  be  discovered 
ider  a  thorough  district  nursing  program. 
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Control   of  Rabies 

The  rabies  prevention  act  of  1913  states  that  "Whenever  any  case  or  <asi 
of  rabies  or  other  animal  diseases  dangerous  to  the  health  of  human  beind 
which  may  be  declared  by  the  state  as  coming  within  the  provisions  of  th 
act,  shall  be  reported  as  existing  in  any  county,  city  and  county  or  incorporate 
city  or  town  of  the  state  of  California,  the  state  board  of  health  shall  make,  ( 
cause  to  be  made,  a  preliminary  investigation  as  to  whether  such  disease  do< 
exist,  etc.  ...  If  upon  such  examination,  the  state  board  of  health  sha 
find  that  any  of  the  said  diseases  does  exist,  a  quarantine  shall  be  declarel 
against  all  such  animals  as  may  be  designated  in  the  quarantine  order  an 
living  within  the  area  specified  in  said  order." 

While   this   is   a  perfectly   proper   law   and   a  necessary   one,   it   does  n<j 
furnish  adequate  protection  to  the  city  of  San  Franicsco  against  rabies.    I'ndt 
this  law,  which  is  merely  a  provision  for  quarantining  affected  animals,  til 
existence  of  cases  must  be  proved  before  action  is  taken.     This  is  not  the  be] 
kind  of  prevention.   No  cases  of  rabies  were  reported  to  the  health  departmeil 
in  the  year  1915-1916,  but  the  necessity  for  an  effective  dog  muzzling  ordinaml 
is  apparent.     Dogs  of  every   degree   roam  the   streets   of   San  Francisco  nil 
muzzled,  and  yet  the  muzzling  of  dogs  the  year-round  lias  been  proved  to  ll 
an  effective  measure  for  the  prevention  of  rabies.     Hardly  a  day  goes  by  bi 
cases  of  dog  bites  are  treated  at  the  Emergency  Hospital.     The  majority  J 
these  cases  do  not,  of  course,  result  in  rabies,  but  the  danger  to  citizens  fro 
such  causes  should  not  be  minimized. 

An  ordinance  should  be  drafted  by  the  health  authorities  for  the  yea 
round  muzzling  of  all  dogs  and  this  ordinance  should  be  enforced  by  the  polio 
"Prevention"  should  be  the  watchword  rather  than  ••cure."' 

Control  of  Venereal  Diseases 

The  department  of  health  requires  the  reporting  of  gonorrhea  and  syphil 
among  other  communicable  diseases.  This  is  a  step  in  the  right  direction  b 
it  is  only  a  step.  The  only  effective  way  in  which  the  diseases  can  be  controlle 
is  by  education  of  the  public  and  by  the  gradual  adoption,  as  far  as  possibl 
of  the  same  principles  of  control  as  obtain  in  other  communicable  diseasi 
Gonorrhea  and  syphilis  are  communicable  diseases  and  should  be  regarded 
such.  Reporting  of  such  diseases  by  physicians  and  others  is,  as  has  been  sai 
a  first  step.  The  next  step  is  the  establishment  of  departmental  supervision 
far  as  practicable  and  an  extension  of  the  educational  program. 

The  chief  difficulty  has  been  that  health  departments  have  not  direct* 
their  educational  campaigns  along  proper  lines.  The  literature  which  h 
been  sent  out  has  not  been  adapted  to  the  readers  and  too  little  frankness  h 
been  used.    Further,  there  has  been  too  much  advice  and  too  little  actual  hel 

A  booklet  recently  issued  by  Dr.  George  W.  Goler,  health  officer  j 
Rochester,  N.  Y.,  and  one  of  the  most  progressive  and  efficient  health  office 
in  America,  is  recommended  for  use  by  the  local   health  authorities  in  t 
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[durational   campaign.     This  booklet    is  sent    to   physicians,   clergymen,   school 

principals  and  business  men,  and  to  those  affected  with  venerea]  diseases,  and, 

IS   Dr.    Golcr    says,    to    all    those    who    need    a    popular    statement     relating    to 

jbnorrhca    and    syphilis.      This   booklet    will    be   made   available   to  local   health 

epartments.     private    organizations    and     others    without     the     label    of    the 

■OChester  health   bureau,   so  that    it    may   bear   the   imprinl    of   the   Local    depart- 

tent.  It  is  the  most  clear  and  thoroughgoing  discussion  of  this  problem,  as  a 
•oblcni  of  communicable  disease,  which  has  yel  appeared  and  its  wide  distribu- 
!on  cannot  fail  to  have  a  beneficial  result. 

The  health  department  should  offer  its  services  in  the  way  of  consulta- 
on  to  all  persons  having  venereal  disease  who  are  unable  or  unwilling  to 
onsult   a   private   physician.     The   plan   followed  by  Dr.  Goler  in  Rochester 

meeting  with  \<t\  considerable  success.  Notices  are  posted  in  public 
iilets  and  in  other  places  where  they  may  be  seen  by  the  persons  to  whom 
rected,  informing  them  of  the  service  which  the  health  department  is  pre- 
ired  to  render  at  its  "confidential  clinic."  Tin-  "confidential  clinic"  is 
inducted  after  regular  department  hours  by  the  health  officer  himself.  He 
terviews  the  applicants,  makes  the  necessary  examination,  and  advises 
(■in  frankly  regarding  their  condition,  its  probably  results,  and  what  should 
J  done  to  effect  a  cure  and  to  prevent  infection  of  others.  Arrangements 
■e  also  made  for  clinic  treatment  as  may  be  necessary,  and  everything 
issible  apart  from  actual  treatment  is  done  to  make  the  advice  of  the 
>alth  officer  effective.  The  records  of  this  clinic  are  kept  in  the  possession 
t  the  health  officer  and  under  lock  and  key. 

Some  such  plau  should  be  followed  by  the  San  Francisco  health  depart- 

nt.  Following  registration  of  venereal  disease  as  reported  by  the 
lysician,  contact  should  be  established  with  the  case  through  the  physician 
: porting  it  or  through  the  patient  himself.  A  confidential  advisory  or 
•nsultation  clinic  should  be  established  under  the  direction  of  the  health 
•ficer,  and  on  one  or  two  evenings  each  week  the  health  officer  or  one  of 
Me  department's  physicians  should  keep  regular  hours  at  the  department 
r  consultation  with  patients. 

'iccination  Law  Fails  to  Protect 

Since  the  vaccination  law  permits  that  those  parents  or  guardians  who 
<e  "conscientiously  opposed  to  the  practice  of  vaccination"  may  file  a  cer- 
licate  to  that  effect  with  the  school  authorities  and  may  thereby  exempt 
teir  children  from  vaccination,  this  has  the  effect  of  practically  nullifying 
te  entire  vaccination  program.  Parents  finding  it  so  easy  to  avoid  vaccina- 
tum do  so  by  filing  certificates  of  their  "conscientious  opposition."  Not 
(ly  is  this  bad  policy  from  the  standpoint  of  prevention  of  smallpox,  but 
i  results  in  the  miseducation  of  the  people.  With  such  a  state  health  law, 
ts  public  cannot  be  particularly  impressed  or  convinced  of  the  necessity 
<  vaccination. 

It  is  not  believed  that  the  San  Francisco  health  department  should  be 
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content  with  the  present  law,  because  the  burden  of  the  disease  falls,  o 
course,  more  severely  upon  San  Francisco  than  upon  any  other  city  of  th 
state,  owing  to  its  size,  the  character  of  its  population,  and  the  fact  that  i 
is  the  port  of  entry  for  many  persons  from  smallpox-infested  countries.  I 
is  believed  that  the  San  Francisco  health  department  should  urge  an  amend 
ment  to  this  law  which  prevents  adequate  health  protection  to  the  citizen 
of  San  Francisco.  Vaccination  should  be  made  compulsory  for  schoo 
attendance  in  the  city  of  San  Francisco.  The  question  of  the  effectivenes 
of  such  procedure  is  not  a  debatable  one,  in  spite  of  the  arguments  broughj 
forward  by  well-intentioned  but  uninformed  organizations  which  are  oppose* 
to  it. 

Prevention  and  Control  of  Typhoid  Fever 

In  spite  of  the  fact  that  the  department  makes  thorough  investigation  ol 
each  case  of  typhoid  fever  reported  and  requires  laboratory  proof  that  thi 
patient  is  free  from  the  disease  before  being  discharged  from  supervision 
little  effort  has  thus  far  been  made  to  make  available  to  citizens  the  moa 
effective  method  of  prevention  of  the  disease  yet  devised,  that  is,  inoculd 
tion  against  the  disease.  The  department  lias  been  prepared  for  some  timjj 
to  furnish  this  service  but  as  yet  few  citizens  have  taken  advantage  of  m 
because  of  the  department's  inability  to  give  the  matter  proper  publicity 
through  lack  of  funds  for  publicity  [imposes.  The  importance  and  value 
this  procedure  cannot  be  overestimated  and  the  reports  of  results  securej 
in  the  United  States  army  and  by  health  departments  throughout  the  counti 
are  conclusive  as  to  the  effectiveness  of  the  procedure  in  preventing  thjl 
disease.  It  is  urged  therefore  that  the  department  begin,  as  soon  as  funds  ca| 
be  made  available  for  the  purpose,  a  thoroughgoing  publicity  campaign  fc 
the  prevention  of  typhoid  fever  through  immunization  against  the  disease. 

Certification  of  an  Attack  of  a  Contagious  Disease 

In  many  contagious  diseases,  notably  measles,  diphtheria,  and  scark 
fever,  one  attack  of  the  disease  usually  confers  immunity  from  succeedi 
attacks,  and  this  fact  has  been  taken  advantage  of  by  the  health  authority 
in  New  York  city  to  the  very  decided  advantage  of  the  community.  The 
are  many  children  in  every  city  who  have  had  those  contagious  disease 
which  commonly  confer  immunity  and  yet  these  immune  children  are  e3 
eluded  from  school  if  they  happen  to  be  in  the  same  house  or  family  wit. 
patients  suffering  from  these  diseases.  This  means  not  only  a  serious  loss  ( 
school  time  for  such  children,  but  in  the  case  of  adults  may  mean  a  muc 
more  severe  economic  loss.  A  method  has  therefore  been  devised  by 
New  York  health  authorities  of  identifying  those  persons  who  have  pr 
viously  had  a  disease  or  diseases  conferring  immunity.  A  certificate  is  noi 
issued  to  the  individual  on  the  termination  of  a  case  of  measles,  scarlet  fev< 
or  diphtheria.     This   certificate  reads  as  follows: 
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"Department  of  Health,  City  of  New  York. 

This  is  an  important  certificate  which  may  be  of  great  service 
throughout  school  life,  and  also  later  when  at  work. 

This   certifies   that of 

Borough  of  was  reported  to  the  Department 

of  Health,  City  of  New  York,  on 191 

as  suffering  from 

The  case  was  terminated 191 .... 

(Name) 

Representing  the  Department" 

Some  such  certificate  should  be  issued  by  the  San  Francisco  health  de- 
partment to  all  terminated  cases  of  measles,  scarlet  fever  and  diphtheria, 
t  might  be  advisable  to  extend  the  issuance  of  the  certificate  to  all  persons 
■ecovering,  after  departmental  supervision,  from  smallpox  and  typhoid 
'ever  as  a  means  of  identification  later  on. 

Note — In  accordance  with  the  above  recommendation,  a  form  of  certificate  has 
keen  adopted  by  the  board  to  be  issued  to  persons  who  have  been  discharged  from 
iealth  department  supervision  following  communicable  diseases. 

urvey  of  Private  Wells  Should  Be  Made 

There  are  a  large  number  of  private  wells  now  being  used  within  the 
ity  of  San  Francisco.  The  director  of  the  health  department  laboratory 
tates  that  many  of  these  wells  are  seriously  contaminated  as  shown  by 
:ests  made  in  the  laboratory.  It  is  believed,  therefore,  that  a  survey  should 
e  made  of  all  private  wells  within  the  city  and  samples  of  water  from  all 
ueh  wells  examined  in  the  health  department  laboratory.  Those  which 
how  contamination,  which  in  the  opinion  of  the  director  of  the  laboratory 
dangerous  to  health,  should  be  filled  and  their  further  use  made  impossible. 

ossibility  of  Contamination  of  Foods  by  Sewage 

It  is  stated  by  the  investigator  of  the  department  of  public  works  that 
here  is  possibility  of  serious  contamination  of  watercress  beds  and  truck 
ardens  in  the  vicinity  of  sewage  outlets.  An  immediate  study  of  this  mat- 
er should  be  made  by  the  sanitary  inspection  force  of  the  health  depart- 
lent  and  samples  of  watercress  and  vegetables  grown  for  market  purposes 
a  places  where  such  contamination  is  likely  should  be  taken  for  examina- 
ion  by  the  health  department  laboratory.  Typhoid  fever  may  without 
uestion  be  contracted  by  eating  vegetables  grown  in  contaminated  soil, 
articularly  if  these  vegetables  are  eaten  in  the  uncooked  state,  even  though 
icy  may  be  washed  before  eating. 

Disinfection 


►iscontinuance  of  Routine  Fumigation  Urged 

In    San   Francisco   in   the   year   July,    1915-July,    1916,    3,173   fumigations 
ere  made   bv  the   two  disinfectors   assigned   to   this   work.      Of   these   1,095 
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were  for  diphtheria  and  974  for  scarlet  fever,  a  total  of  2,069  or  65  per  cent 
of  the  total  number  of  fumigations.  Of  the  remainder  of  fumigations  per- 
formed, 1,011  were  for  tuberculosis,  10  for  smallpox,  2  for  cerebro  spinal 
meningitis,  37  for  glanders,  9  for  poliomyelitis,  and  25  for  other  minor  con- 
ditions not  named. 

For  this  service,  two  disinfectors  furnished  with  automobiles  are  employed 
at  salaries  of  $1,500  each.  In  salary  cost  alone,  therefore,  each  fumigatioi 
costs  approximately  one  dollar.  Added  to  this  is  the  cost  of  materials  used 
and  the  cost  of  automobile  service,  bringing  the  total  cost  of  each  fumiga- 
tion to  approximately  $1.50.  The  discontinuance  of  fumigation  for  scarlet 
fever  and  diphtheria  alone,  estimated  on  the  basis  of  the  cost  of  this  work, 
in  1915-16,  would  save  therefore  more  than  $3,000  yearly,  which  sum  could 
be  applied  to  other  purposes  more  essential.  Other  fumigations  which  might1 
be  required  for  tuberculosis  and  for  the  small  number  of  other  diseases  in 
which  fumigation  is  perhaps  desirable,  could  be  done  by  nurses.  If  thej 
district  nursing  plan  previously  recommended  in  this  report  is  put  into 
effect,  it  would  be  extremely  practicable  to  have  fumigations  performed] 
by  nurses. 

In  urging  the  discontinuance  of  routine  fumigation,  we  are  not  tres- 
passing upon  forbidden  ground.  Dr.  Chaplin,  the  health  officer  of  Provi- 
dence, Rhode  Island,  and  one  of  the  foremost  health  authorities  in  this 
country,  has  for  many  years  pointed  out  that  the  routine  fumigation  oi 
premises  following  scarlet  fever  and  diphtheria  did  not  accomplish  thej 
desired  results,  and  the  practice  was  discontinued  as  early  as  1908  in  the 
city  of  Providence  with  satisfactory  results. 

In  1912  the  committee  on  communicable  diseases  of  the  American  Public 
Health  Association,  gave  the  opinion  "that  terminal  room  disinfection  a.' 
at  present  practiced  by  the  average  board  of  health,  has  little  effect  ii 
controlling  the  spread  of  infection,  and  it  appears  in  so  far  as  figures  arc 
available,  that  the  percentage  of  return  cases  is  practically  the  same  ii 
those  communities  where  disinfection  is  compulsory  as  in  those  where  it  if 
not  required". 

In  New  York  City,  all  routine  fumigation  has  been  discontinued  since 
the  beginning  of  1915.  The  results  of  this  change  of  procedure  are  shown 
in  the  following  statement  of  the  New  York  health  department  from  the 
weekly  bulletin  of  the  health  department  for  August  14,  1915.  (Fumiga- 
tion was  first  discontinued  in  the  boroughs  of  Bronx,  Richmond,  Queens 
and  Manhattan,  but  continued  in  boroughs  of  Brooklyn  as  a  control.) 

"It  should  be  understood  that  in  discontinuing  fumigation  the  de- 
partment of  health  has  laid  increased  stress  upon  the  other  and  more 
efficient  methods  of  disinfection,  viz.,  thorough  cleaning,  fresh  air  and 
sunlight,  and  particularly  renovation  (i.  e.,  repainting  and  repapering) 
when  necessary.  .  .  .  That  the  department  of  health  was  justified 
in  its  action  is  shown  by  the  figures  given  in  the  following  table.  There 
has  been  no  increase  in  the  prevalence  of  the  various  diseases;  better 
and  more  efficient  disinfection  has  been  performed  and  the  saving  to 
the  city  has  been  at  the  rate  of  about  $30,000  a  year. 
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"In  the  borough  of  Manhattan,  193  later  cases  occurred  among  3,451 
primary  cases  of  diphtheria  (5.6  per  cent).  Of  these,  171,  or  4.9  per 
cent,  would  not  have  been  affected  by  fumigation,  and  22,  or  0.6  per 
cent,  might  have  been  so  affected. 

"In  Brooklyn,  where  fumigation  was  performed,  there  were  138  later 
cases  among  2,907  original  cases  (4.7  per  cent).  Of  these,  110,  or  3.8  per 
cent,  would  not  have  been  affected  by  fumigation,  and  28,  or  0.9  per 
cent,  might  have  been  so  affected.  In  other  words,  there  were  half  again 
as  many  later  cases  in  Brooklyn  (which  might  have  been  affected  by 
fumigation)  where  fumigation  was  done,  as  in  Manhattan,  where  it 
was  not  done. 

"In  the  case  of  scarlet  fever,  *he  number  of  possibly  preventable 
later  cases  was  practically  the  same  in  the  two  boroughs,  viz.,  1.0  per 
cent  and  0.99  per  cent,  respectively.  In  Manhattan,  263  later  cases 
occurred  among  3,331  original  cases  (7.8  per  cent).  Of  these,  229,  or 
6.8  per  cent  would  not  have  been  affected  by  fumigation;  34  or  1.0  per 
cent  might  have  been  so  affected.  In  Brooklyn,  156  later  cases  occurred 
among  2,206  original  cases  (7.0  per  cent).  Of  these,  134  or  6.0  per  cent 
would  not  have  been  affected  by  fumigation  and  22  or  0.99  per  cent 
might  have  been  so  affected. 

"These  figures  show  that  the  discontinuance  of  fumigation  in  diph- 
theria and  scarlet  fever  in  the  boroughs  of  Manhattan,  the  Bronx  and 
Richmond  has  not  been  followed  by  harmful  effects.  Terminal  fumiga- 
tion in  infectious  diseases  will,  therefore,  be  discontinued  at  once  in 
Brooklyn."      (This   was   done    immediately    following   this    report.) 

Milwaukee  also  has  discontinued  routine  fumigation,  and  the  health 
partment  sets  forth  its  reasons  in  the  bulletin  of  the  department  for 
ine,  1915,  as  follows : 

"The  health  department  has  discontinued  the  practice  of  fumigat- 
ing cases  of  contagious  disease.  The  department  has  decided,  after 
careful  investigation,  that  fumigation  is  of  no  particular  value  and 
that  it  is  a  waste  of  money.  Furthermore,  it  becomes  a  real  danger 
when  it  creates  a  false  sense  of  security.  That  is,  when  liquid  for- 
maldehyde or  other  fumigants  are  used,  the  family  believes  that, 
thereafter,  it  is  perfectly  safe  from  further  infection  .  .  .  Scrup- 
ulous cleanliness,  fresh  air,  and  sunlight  are  better  disinfectants 
than  any  of  the  preparations  that  have  been  used  for  this  purpose." 

I  In  the  city  of  Rochester,  N.  Y.,  where  health  service  is  excellent,  no 
ratine  fumigation  of  rooms  following  contagious  disease  has  been  carried 
c  for  many  years,  and  the  results,  as  evidenced  by  health  records  for  this 
jriod  are  proof  of  the  health  officer's  soundness  of  judgment. 
i  In  a  recent  work  entitled  "A  Manual  for  Health  Officers",  by  J.  Scott 
IicNutt,  A.B.  S.B.,  former  health  officer  of  Orange,  N.  J.,  member  of  the 
lard  of  examiners  of  health  officers  of  New  Jersey,  and  lecturer  on  public 
lalth  in  the  Massachusetts  Institute  of  Technology,  the  author  says: 
(age  133.) 

"At  present  the  practical  health  officer  is  justified  in  omitting 
routine  terminal  disinfection  and  insisting  instead:  first,  upon  careful 
bedside  disinfection  during  the  course  of  the  disease,  and,  second,  at 
the  close  of  isolation  upon  appropriate  disinfection  or  destruction  of  any 
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special  surfaces  or  articles  which  may  have  become  contaminated 
with  infectious  matter;  the  whole  to  be  followed  by  sunning  and 
airing." 

In  view  of  the  evidence  available  in  this  matter  it  is  urged  that  the  Sai 
Francisco  health  department  discontinue  at  once  the  routine  fumigation  o: 
premises  following  scarlet  fever  and  diphtheria,  and  dispense  with  the  serv 
ices  of  the  two  disinfectors  now  employed  at  salaries  of  $1,500  a  year  each] 
At  the  termination  of  each  case  of  measles  or  scarlet  fever  the  premise:! 
should  be  visited  by  one  of  the  full-time  physician  inspectors  and  provision 
made  for  the  removal  of  such  articles  as  in  his  opinion  may  require  sterilij 
zation  or  destruction — including  bedding,  carpets,  wall  hangings,  etc.  Thes«; 
articles  when  necessary  should  be  removed  to  the  Isolation  Hospital,  wheri 
they  may  be  properly  sterilized  or  incinerated.  Facilities  for  such  sterilize 
tion  can  be  and  should  be  provided  for  at  the  Isolation  Hospital  at  smal 
cost. 


Investigation  of  Complaints 

Complaint  Records  Excellent 

A  very  complete  and  detailed  record  is  kept  by  the  department  of  eaclj 
complaint  received  and  the  result  of  its  investigation.  "When  complaint 
are  referred  to  inspectors  for  investigation,  the  signature  of  the  inspecto' 
is  required  on  the  reference  slip  to  insure  that  there  will  be  no  questioi 
later  on  as  to  his  responsibility  in  the  matter.  Careful  check  is  kept  upoi 
all  complaints  and  if  at  the  end  of  the  proper  period  no  report  has  beei 
received  from  the  inspector  a  delinquent  notice  is  given  him  and  a  repor 
of  investigation  demanded. 

Complaints  of  insanitary  premises  which  may  require  the  rat-proofing 
of  such  premises  are  referred  to  the  federal  health  inspectors.  A  copy  o 
the  result  of  the  investigation  by  the  federal  inspector  is  received  by  th< 
department  and  filed,  together  with  other  data  bearing  on  the  complaint. 

Complaints  Should  Be  Classified 

The  complaint  record  furnishes  an  excellent  index,  if  properly  arranged 
of  conditions  throughout  the  community,  and  a  register  of  complaints  cai 
be  made  a  very  useful  record  for  the  consideration  of  the  health  officer  ii 
planning  his  campaign.  No  better  way  of  securing  the  co-operation  of  citi 
zens  can  be  found  than  that  of  prompt  attention  to  their  complaints,  and 
although  a  study  of  the  method  of  handling  complaints  indicates  that  tin 
department  is  doing  effective  work  in  the  abatement  of  nuisances,  it  is  be 
lieved  that  more  information  should  be  available  to  the  health  officer  as  \< 
the  character  of  such  complaints. 

It  is  urged,  therefore,  that  a  register  of  complaints  be  kept  which  wil 
show  by  a  classification   of  the   nature   of  complaints,   what   nuisances  ar> 
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most  commonly  complained  of  by  citizens.  It',  for  example,  the  classified 
register  of  complaints  shows  thai    citizens  are  entering  a    large  number  of 

i plaints  regarding  the  disposal  of  garbage,  the  department  should  make 

a  thorough  survey  of  the  entire  field  and  provide  the  necessary  measures 
for  the  correction  of  the  defects  responsible  for  the  complaints.  The  same 
procedure  should  be  followed  in  the  case  of  other  nuisances  complained  of. 
Sii.-Ii  a  register  could  be  readily  kept  by  the  complaint  clerk. 

Use  of  Police  as  Sanitary  Inspectors 

The  department  of  health  has  been  given  valuable  aid  by  the  police  in 
the  enforcement  of  quarantine,  and  the  police  department  has  expressed  its 
willingness  to  co-operate  with  the  health  department  where  possible.  It  is 
believed  that  a  much  wider  co-operation  with  the  police  may  be  brought 
about.  No  one  should  know  more  about  conditions  throughout  the  city 
than  the  policeman,  and  he  can  be  made  a  very  effective  agent  in  enforcing 
health  ordinances.  It  should  be  the  duty  of  the  policeman  to  enforce  the 
Ordinance  regarding  the  covering  of  foods  and  their  protection  from  dirt, 
dust  and  flies  on  street  stands  and  wagons,  which  are  numerous  throughout 
the  city.  It  should  be  the  policeman's  duty  to  report  to  the  department 
insanitary  conditions  in  vacant  lots  and  to  enforce  the  department's  regula- 
tions relative  thereto.  In  short,  all  conditions  requiring  health  department 
regulation  and  which  may  be  observed  by  the  policeman  should  be  observed, 
reported  upon  and  corrected  by  the  police. 

Then,  too,  the  policemen  are  able  or  should  be  able  to  render  valuable 
service  in  informing  the  department  regarding  insanitary  conditions  within 
houses,  lodging  houses,  stores  and  other  places  which  they  may  visit  in  the 
course  of  their  duties.  The  work  of  the  department  would  be  greatly  simpli- 
fied if  this  great  army  of  policemen  were  made  health  officers  as  well  as 
police  officers. 

The  health  officer  should  prepare  an  outline  of  procedure  for  the  police, 
setting  forth  in  brief  what  the  police  may  do  in  assisting  the  department, 
and  an  effort  should  be  made  to  incorporate  these  duties  into  the  policeman's 
regular  schedule  of  orders. 

Food  Inspection 

Food  Inspection  Service  Inadequate 

The  following  staff  of  employees  is  at  present  regularly  employed  in 
the  inspection  of  foods,  all  being  under  the  immediate  supervision  of  the 
chief  sanitary  inspector: 

Meat  and  market  inspection — 

4  veterinarians,  at   $1,620 

13  lay  market  inspectors,  at  1,500 

Dairy  and  milk  inspection — 

2  veterinarian  dairy  inspectors,  at   1,800 
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*2  lay  city  milk  inspectors,  at  1,500 

Food  inspection,  general — 

2  inspectors,  at  1,500 

In  addition  to  the  force  above  outlined,  two  industrial  inspectors  include 
among  their  duties  the  inspection  of  premises  in  which  food  is  manufacturer 
handled,  cared  for  or  sold,  one  industrial  inspector  being  detailed  to  the 
inspection  of  restaurants  and  the  other  making  inspections  of  such  other 
food  establishments  as  are  specified  in  the  ordinance.  In  addition,  this 
latter  industrial  inspector,  because  of  the  absence  of  one  of  the  city  milk 
inspectors  on  sick  leave,  is  required  to  assist  in  the  taking  of  milk  samples. 

An  ordinance  approved  September  22,  1914,  provides  for  the  regulation 
and  inspection  of  all  food  industries.  Section  2  of  this  ordinance  requires 
that  bakeries,  confectioneries,  canneries,  packing  houses,  candy  factories, 
ice  cream  factories,  restaurants,  hotels,  coffee  and  chop  houses,  groceries, 
meat  markets,  sausage  factories,  delicatessen  stores  or  other  places  in  which 
food  is  prepared  for  sale,  produced,  manufactured,  packed,  stored  or  other- 
wise disposed  of,  shall  first  obtain  a  certificate  issued  by  the  board  of  health 
to  the  effect  that  the  premises  are  in  a  sanitary  condition  and  that  all 
proper  arrangements  for  carrying  on  the  business  without  injury  to  the 
public  have  been  complied  with.  This  certificate  is  valid  for  one  year  from 
date  of  issue,  when  it  must  be  renewed. 

This  ordinance,  while  a  very  excellent  one,  is  absolutely  impossible  of 
enforcement.  To  date  only  a  small  percentage  of  such  places  have  applied 
for  and  received  the  required  certificates.  As  a  matter  of  fact,  the  issuance 
of  these  certificates  has  been  confined  chiefly  to  those  places  which  have 
gone  into  business  since  the  passing  of  the  ordinance  and  to  such  other  places 
as  may  have  applied  for  a  permit.  To  what  extent  the  field  has  been  cov- 
ered it  is  impossible  to  say  owing  to  the  fact  that  no  complete  lists  of  such 
institutions  or  places  of  business  have  been  prepared.  The  file  of  restaurant 
inspection  records  includes  records  of  369  restaurants,  which  represents 
probably  about  one-third  of  the  restaurants  actually  in  operation.  The 
industrial  inspector  detailed  to  the  inspection  of  bakeries,  confectionery 
stores,  candy  factories,  etc.,  estimates  that  there  are  several  thousand  such 
places  which,  under  the  law,  must  have  the  sanitary  certificate. 

In  the  period  in  which  this  ordinance  has  been  in  existence  with  the 
limited  force  available,  it  has,  of  course,  been  impossible  to  perform  the 
work  required,  owing  to  the  fact  that  one  dairy  inspector  has  been  on  sick 
leave  since  February  9,  1916,  and  the  industrial  inspector,  who  includes  in 
his  work  the  inspection  of  many  food  industries,  has  been  required  to  assist 
in  the  collection  of  milk  samples  at  depots  and  wharves.  This  requires 
three  nights  and  three  mornings  each  Aveek.  The  physician  industrial  in- 
spector assigned  to  restaurants  has  been  able  to  devote  only  a  part  of  his 
time  to  this  work  because  he  has  been  detailed  to   other  duties  from   time 


*One  milk  inspector  has  been  on  sick  leave  without  pay  since  February  9,  1916. 
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to  time,  such  as  inspect  ion  for  contagious  disease  as  a  sanitary  inspector. 
The  force  available,  therefore,  for  food  inspection  apart  from  the  inspection 
of  slaughter-houses,  dairies  and  local  milk  depots,  consists  of  two  food 
inspectors,  one  industrial  inspector,  assigned  part  of  the  time  to  restaurants, 
and  one  industrial  inspector  who  includes  certain  food  industries  within  his 
scope.  It  is  absolutely  impossible,  therefore,  to  make  an  accurate  determi- 
nation of  the  cost  of  food  inspection,  since  much  of  the  work  is  carried  on 
by  employees  not   directly  assigned  to  this  service. 

Reorganization  of  General  Food  Inspection 
Service  Recommended 

It  is  believed  that  a  reorganization  of  the  entire  food  inspection  service 
is  needed  if  results  are  to  be  secured.  The  lack  of  sufficient  inspectors  to 
cover  this  great  field  is  so  obvious  as  to  require  no  demonstration  and  the 
importance  of  establishing  better  control  of  food  industries  must  not  be 
minimized  in  the  campaign  for  health.  No  one  can  properly  estimate  the 
needs  of  the  service  until  more  detailed  information  is  available  to  show 
the  need,  and,  until  the  department  is  able  to  offer  such  information  before 
the  board  of  supervisors,  it  is  doubtful  that  sufficient  allowance  will  be 
made  for  this  service. 

For  the  purpose  of  bringing  all  food  inspectional  work  under  a  single 
head  and  co-ordinating  the  various  activities,  it  is  urged  that  a  bureau  of 
food  inspection  be  established  which  shall  include  the  market  inspection 
service,  the  dairy  inspection  service,  city  milk  inspection  service  and  other 
food  inspection  service  as  performed  by  industrial  inspectors.  The  inspection 
}f  those  establishments  where  food  is  manufactured,  handled  or  sold,  now 
included  within  the  scope  of  the  industrial  inspector,  should  be  turned  over 
to  this  bureau,  thus  leaving  the  industrial  inspector  free  to  inspect  those 
)ther  places,  such  as  nickelodeons,  theaters,  cigar  factories,  barber  shops, 
etc.,  for  which  inspection  is  required.  To  make  this  work  effective  and  to 
jring  all  branches  of  work  into  close  co-ordination,  it  is  necessary  that  there 
be  a  director  of  this  branch  of  the  service,  who  should  receive  at  least 
}>3,000  a  year  and  should  be  selected  on  the  basis  of  an  open  competitive 
examination.  In  no  other  way  can  the  present  ineffective  method  of  control 
)f  food  industries  be  greatly  improved  and  in  no  other  way  will  it  be  pos- 
sible for  the  department  to  present  the  facts  and  figures  necessary  to  obtain 
proper  recognition  of  this  branch  of  service  from  the  authority  authorizing 
ippropriations.  Costs  of  food  inspection  must  be  shown  and  balanced  against 
"esults  in  order  to  convince  such  authority,  and,  under  the  present  system, 
leither  costs  nor  results  can  be  shown — except  in  the  market  inspection 
iervice  and  the  country  dairy  inspection  service,  which  are  quite  clearly 
lefined  branches. 

No  additions  to  the  existing  force  should  be  allowed  until  a  reorganiza- 
ion  of  food  inspection  service  has  been  made.     It  will  be  possible  then  for 
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the  health  officer  to  determine  just  what  his  needs  are  and  just  what  ad- 
ditional force  is  required  to  meet  those  needs. 

Meat  and  Market  Inspection  Excellent 

In  the  inspection  of  abattoirs,  receiving  stations,  wharves,  meat  markets 
and  other  places  where  meat  is  handled  or  exposed  for  sale,  the  health 
department  has  developed  a  very  excellent  service  and  one  which  is  worthy 
of  the  highest  commendation,  although  it  must  be  admitted  that  it  is  an 
expensive  service  and  still  possible  of  improvement  as  will  be  later  shown. 
All  abattoirs  are  under  rigid  inspection,  as  are  all  wharves,  depots  and 
other  places  where  meat  is  received  in  the  city.  Under  this  system  no  meat 
reaches  the  retail  dealer  or  the  consumer  which  does  not  bear  the  stamp 
of  inspection  either  of  the  federal  inspection  service  or  of  the  local  in- 
spection service. 

Under  this  system  of  inspecting  and  stamping  meat  for  human  consump- 
tion, it  is  possible  for  the  health  department  to  keep  an  excellent  check 
upon  the  efficiency  and  honesty  of  its  inspectors,  for  the  stamp  of  inspection 
shows  by  its  number  what  inspector  was  responsible  for  the  inspection  and 
places  upon  him  responsibility  for  his  work,  and  the  records  of  inspection 
in  this  line  of  service  furnish  ample  evidence  of  its  effectiveness. 

Regulations  Should  Be  Posted 

The  abattoirs  located  at  "Butchertown"  are  uniformly  in  excellent  coi 
dition.  The  health  officer  has  given  this  matter  his  personal  attention  during 
the  past  year  and  the  results  in  the  elimination  of  many  nuisances  commoi 
to  unsupervised  and  unregulated  slaughter-houses  are  noteworthy.  It  is 
urged,  however,  that,  as  a  matter  of  education  of  slaughter-house  proprietor 
and  employees,  definite  regulations  regarding  the  maintenance  of  these 
institutions  be  drawn  up,  printed  upon  placards  and  conspicuously  posted 
the  slaughter-houses.  The  slaughter-house  proprietor  should  be  requirec 
to  sign  this  placard  as  evidence  that  he  has  seen  and  read  the  printec 
regulations. 

Law  Violated  in  Employment  of  Lay  Market  Inspectors 
Instead  of  Veterinarians 

Ordinance  No.  1265  (New  Series),  approved  by  the  board  of  health 
August  1,  1910,  authorized  the  board  to  adopt  regulations  governing  tht 
inspection  of  meat  and  meat  food  products  offered  for  sale  within  the  citj 
and  county  of  San  Francisco.  In  accordance  with  this  ordinance,  the  boarc 
adopted  certain  regulations  governing  inspection  aiming  at  adequate  in- 
spection and  thorough  sanitary  supervision  of  abattoirs.  Among  the  regu- 
lations adopted  (Sec.  2,  Regulation  1)  the  following  is  found  with  reference 
to  veterinary  inspectors : 
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"All  applicants  examined  must  be  graduates  of  a  recognized 
veterinary  college  having  a  course  of  not  less  than  three  years  lead- 
ing to  a  degree.  All  final  ante-mortem  and  post-mortem  examinations 
are  conducted  by  veterinarians.  At  establishments  where  slaughtering 
is  conducted,  only  veterinary  inspectors  shall  be  placed  in  charge." 

The  necessity  of  such  a  regulation  is  clear.  No  inspector  who  has  not 
had  training  in  veterinary  medicine  is  competent  to  make  examinations  for 
diseases  found  in  cattle,  either  ante-mortem  or  post-mortem.  This  is  a  highly 
technical  procedure  comparable  to  the  physician's  ante-mortem  and  post- 
mortem  examinations  and  no  one  would  think  a  layman  qualified  to  perform 
this  highly  technical  work.  Experience  is  not  enough — veterinary  medicine 
is  a  science  and  the  knowledge  of  animal  pathology  can  only  be  gained  by 
a  long  course  of  study  in  a  veterinary  school.  Yet,  at  the  present  time, 
five  lay  market  inspectors  are  assigned  in  charge  of  abattoirs.  This  is  not 
only  violation  of  health  department  regulations  but  inefficiency,  for  it  places 
!  men  incompetent  because  of  lack  of  training  in  positions  requiring  high 
technical  skill. 

Two  courses  are  open  to  the  department.  Either  a  sufficient  number  of 
veterinarians  must  be  employed  to  take  the  places  of  lay  inspectors  in 
charge  of  abbatoirs  or  the  regulation  of  the  department  should  be  rescinded. 
It  is  believed  that  a  very  serious  error  would  be  made  if  the  health  depart- 
ment regulation  were  rescinded,  for  lay  inspectors  are  by  no  means  com- 
petent to  perform  the  work  necessary.  On  the  other  hand,  the  health  officer 
states  that  he  has  been  unable  to  get  this  matter  corrected  because  of  ex- 
ternal influence  which  is  constantly  applied  to  keep  these  lay  inspectors  in 
office. 

The  cost  of  employing  five  veterinarians  in  place  of  five  lay  inspectors 
would  mean  an  additional  expenditure  of  only  $1,500  since  lay  market  in- 
spectors are  paid  $1,500  and  veterinarians  $1,800.  Cost,  then,  is  not  the 
barrier  to  the  necessary  change.  It  is  believed  that  here  again  is  another 
evidence  of  the  influence  which  may  be  brought  to  bear  to  prevent  efficient 
health  administration  when  health  administration  is  in  the  hands  of  many 
rather  than  one  responsible  head. 

Present  Force  Ample;  Municipal  Abattoir  Suggested 

The  force  employed  in  this  branch  of  service  includes  four  veterinarians 
at  $1,620,  and,  at  the  time  of  this  study,  thirteen  lay  market  inspectors  at 
$1,500.  The  1916  budget  made  provision  for  one  additional  market  inspector 
at  $1,500.  This  force  is  believed  to  be  ample  under  existing  conditions, 
although,  as  has  been  recommended,  lay  market  inspectors  in  charge  of  five 
abattoirs  should  be  replaced  by  veterinarians,  but  it  is  believed  that  the 
constant  effort  of  the  department  should  be  to  discourage  the  erection  of 
other  slaughter-houses  in  this  vicinity.  As  San  Francisco  grows,  the  neces- 
sity of  utilizing  the  "Butchertown"  district  for  other  business  will  become 
more  and  more  apparent. 
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The  operation  of  properly  constructed  and  supervised  municipal  abattoirs 
has  been  almost  universally  successful  and  this  is  urged  as  a  next  step  for 
San  Francisco.  A  municipal  abattoir  located  in  "Butchertown"  could  handle 
all  the  business  now  being  done  by  many  small  private  concerns,  not  only 
at  less  cost  to  the  dealer  himself  but  at  less  cost  to  the  city  of  San  Francisco 
for  inspection  service.  As  a  matter  of  fact,  this  could  be  made  a  source 
of  very  considerable  profit  to  the  city.  The  necessity  for  a  large  staff  of 
inspectors  under  existing  circumstances  is  explained  by  the  fact  that  the 
slaughtering  is  done  in  so  many  different  abattoirs,  each,  of  course,  requiring 
the  presence  of  at  least  one  inspector  while  the  slaughtering  is  going  on. 
Since  a  lay  inspector  cannot  make  final  decisions  as  to  the  rejection  of 
carcasses,  there  must  be  a  sufficient  number  of  veterinarians  to  cover  all 
abattoirs  and  to  examine  carcasses  which  have  been  retained. 

In  an  article  in  the  American  City  for  July,  1914,  entitled  "Municipal 
Meat  Inspection  and  Municipal  Slaughter  Houses",  Dr.  Ray  Van  Onnan 
says:  "It  is  almost  impossible  to  secure  an  effective  system  of  local  meat 
inspection  without  a  great  increase  in  the  number  of  competent  meat  in- 
spectors employed,  or  a  concentration  of  the  business  of  slaughtering 
Instead  of  increasing  the  cost,  the  tendency  of  centralization  is 
to  reduce  it  One  immense  advantage  to  be  derived  from  the  con- 

solidation of  slaughter-houses  would  be  the  increased  value  received  from 
the  by-products  which  are  practically  lost  by  the  small  slaughterer  . 
Fat  cattle,  for  instance,  dress  only  about  60  per  cent  of  the  live  weight, 
sheep  50  per  cent,  and  hogs  80  per  cent.  The  remainder  need  not  be  de- 
stroyed and  become  a  total  loss  if  there  are  proper  facilities  for  handling  it. 
This  is  done  in  modern  abattoirs  but  cannot  be  accomplished  when  there  is 
not  suitable  equipment  .  .  ."  Dr.  Van  Orman  estimates  that  the  bjj 
products  of  slaughtering  amount  to  fully  14  per  cent  of  the  live  value. 

Whether  or  not  the  city  of  San  Francisco  decides  ultimately  upon  a 
municipal  abattoir,  effort  should  be  made  to  induce  a  co-operative  abattoir 
operation  on  the  part  of  the  individual  dealers.  Inspection  alone,  which 
now  costs  the  health  department  almost  $30,000  annually,  could  be  reduce*] 
fully  two-thirds  by  the  adoption  of  a  centralized  abattoir  plan.  If  the 
municipal  abattoir  plan  should  be  decided  upon,  the  abattoir  can  be  made 
more  than  self-supporting  and  at  the  same  time  render  more  efficient  service 
than  it  is  possible  for  individual  slaughter-houses  to  give. 

In  Europe  municipal  abattoirs  are  operated  in  many  of  the  largest  cities. 
Germany  has  more  than  600  abattoirs  belonging  to  municipalities.  "Wil- 
mington, North  Carolina,  has  recently  adopted  the  municipal  abattoir  plan 
with  excellent  results. 

Dairy  Inspection  Procedure 

Two  veterinarian  dairy  inspectors  are  employed  in  the  inspection  and 
scoring  of  the  280  dairies  supplying  milk  to  San  Francisco.     Before  a  dairy 
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is  allowed  to  sell   milk   in   San    Francisco,   it    must    be   inspected   and   scored 
liby  one  of  these   veterinarian   inspectors  and   the  approval  of  the  inspector 
given.     A  permit  is  then  issued  by  the  health  officer  for  a  year's  period. 

The  two  daiiy  inspectors  are  equipped  with  Ford  automobiles  and  spend 
practically   their  entire  time   in  the  country.     Saturday  mornings  are,  how- 
spent    at    the   department    office    for   the   purpose   of   making   out  their 
■reports  and  for  consultation  with  the  health  officer.     Each  dairy  is  inspected 

■  and   scored   at    least    once    in    six    weeks   and    more   often   if  necessity   arises. 
Where   conditions  are    found   which    warrant    action   hy  the  health   officer,   a 

■  copy  of  the  original  score  card  is  submitted  to  him   by  the  dairy  inspector 
i, and   the  health   officer  communicates   at   once   with   the   dairyman,   advising 

him   what    must    be  done  to  comply  with  the  department's  demands. 

Inspection  of  City  Milk  Establishments 

One  milk  inspector  only  is  employed  in  city  work.  At  the  present  time 
this  inspector  is  occupied  almost  wholly  with  the  inspection  of  milk  depots 
and  pasteurizing  plants.  Complaints  received  regarding  milk  establishments 
within  the  city  are  also  investigated   by  this  inspector. 

All  places  selling  or  handling  milk  within  the  city  are  required  to  have 
a  permit  from  the  health  department  and  an  inspection  of  the  premises 
must  be  made  by  the  milk  inspector  and  approval  given  before  this  permit 
is  granted.  This  is,  however,  insufficient  to  protect  the  public  from  the 
improper  handling  and  distribution  of  milk  within  the  city.  No  matter 
how  effective  the  inspection  of  dairies  in  which  milk  is  produced,  one  weak 
line  iu  the  chain  from  producer  to  consumer  means  ineffective  control.  It 
,is  the  easiest  thing  in  the  world  for  an  applicant  for  a  permit  to  have  his 
premises  in  proper  condition  for  an  inspection,  knowing  as  he  does  that  an 
inspection  will  be  made,  but,  after  this  one  inspection  is  made,  there  is  little 
likelihood  that  his  place  will  again  he  inspected.  There  are  hundreds  of 
stores  in  the  city  of  San  Francisco  selling  milk — manj^  of  such  places  may 
be  and  probably  are  without   permit. 

Reliance  Should  Be  Placed  Upon  Laboratory  Tests 

It  is  obvious  that  dairy  inspection,  no  matter  how  carefully  performed, 
has  its  limitations.  Given  the  most  cleanly  and  sanitary  conditions  of  cattle 
and  environment,  the  cleanliness  of  the  milk  is  still  dependent  upon  the 
cleanliness  of  the  individual  dairyman  and  his  employees  and  upon  the 
cleanliness  of  individuals  and  methods  of  handling  milk  after  it  leaves  the 
dairy.  It  is  obviously  impossible  for  the  dairy  inspector  to  know  what 
methods  are  practiced  by  the  dairyman  and  his  men  when  the  inspector 
is  not  there  to  see.  The  laboratory  tests  of  milk  do,  however,  indicate  what 
conditions  are  in  the  dairies  for  it  is  impossible  for  a  dairyman  to  produce 
and  distribute  clean  milk  with  lowr  bacteria  count  unless  his  methods  are 
cleanly. 
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In  an  article  in  the  June,  1916,  number  of  the  American  Journal  of  Public 
Health  entitled  "Bacterial  Testing  Versus  Dairy  Inspection",  Dr.  Charles 
E.  North,  Director  of  the  North  Public  Health  Bureau,  points  out  that  too 
much  stress  has  been  laid  upon  the  routine  inspection  and  scoring  of  dairies 
and  not  enough  emphasis  laid  upon  the  bacterial  counts  of  milk  as  demon- 1 
strated  by  laboratory  tests.     Dr.  North  says: 

"The  only  consideration  worthy  of  the  attention  of  the  health 
officer  and  sanitarian  are  those  that  affect  the  milk  itself,  and  there 
is  no  way  in  which  the  dairy  or  milk  handling  can  affect  or  con- 
taminate milk  without  such  contamination  being  reflected  in  that 
most  delicate  of  tests  we  call  'the  bacterial  count'.  Experience  in 
dairy  inspection  has  clearly  shown  that  when  the  bacterial  count  is 
consistently  low,  milk  contaminations  are  regularly  prevented  and 
efficient  refrigeration  is  practiced;  and,  on  the  other  hand,  when 
bacterial  counts  are  high,  sanitary  methods  of  prevention  are 
neglected.  Contamination  takes  place  and  efficient  refrigeration  is 
not   carried    out     .     .     ." 

Dr.  North,  referring  to  an  article  by  Brainerd  and  Mallory  which  was 
published  in  the  bulletin  of  the  Virginia  Polytechnic  Institute  in  September, 
1911,  entitled  "A  Study  of  the  Bacterial  Count  and  Dairy  Score  Card  in 
City  Milk  Inspection",  says: 

"The  authors  tabulate  a  series  of  tests  of  milk  and  a  series  of 
dairy  inspections  for  the  purpose  of  demonstrating  that  there  is  no 
definite  relationship  between  the  character  of  milk  and  the  character 
of  the  dairy  where  the  milk  is  produced.  Among  their  conclusions 
they  state:  'The  score  card  is  defective  when  used  as  a  measure  of 
the  sanitary  properties  of  milk.  .  .  .  These  experiments  show 
clearly  that  it  is  possible  to  produce  good  milk  under  conditions 
which  would  give  a  score  below  any  effective  standard  which  might 
be  established  .  .  .  The  chief  difficulty  of  the  score  card  is  that  as  a 
measure  of  the  sanitary  properties  of  milk  none  of  the  points  scored 
have  a  permanent  value  under  all  conditions  and  it  is  questionable 
whether  they  have  a  definite  value  under  any  given  set  of  conditions'." 

Dr.  North  concludes  on  the  basis  of  his  experience  and  the  investigations 
of  others : 

"The  work  of  the  inspector  can  be  made  intelligent  and  efficient 
only  by  the  bacterial  testing  laboratory.  The  foundation  of  any  in- 
spection system  should  be  the  laboratory  service.  The  testing  of 
milk  should  precede  the  inspection  of  the  dairy.  The  testing  of  milk 
samples  at  once  divides  the  product  into  two  classes,  sanitary  and 
insanitary.  The  source  of  supply  being  known,  the  inspector's  attention 
can  at  once  be  directed  to  the  place  from  which  insanitary  milk  is 
being  shipped  ...  In  place  of  a'  territorial  distribution  of  in- 
spectors, such  as  is  often  provided  by  large  municipalities  and  a 
periodic  inspection  of  dairies  irrespective  of  the  character  of  milk 
produced,  the  consolidation  of  the  laboratory  service  with  the  in- 
spection service  transforms  the  inspection  force  into  a  flying  squadron, 
quickly  concentrated  if  need  be  upon  such  portions  of  the  municipal 
supply  as  the  laboratory   discovers  is   most   insanitary     .     .     . 

"In  the  following  plans   for   the  expenditure  of  the  annual   appro- 


Department  of  Public  Health  421 

priatlon  for  milk  control,  the  milk  dealer  as  well  as  the  health  officer 
should  bear  in  mind  that  the  laboratory  worker  can  test  the  milk 
of  fifty  dairy  farms  for  bacteria  while  one  dairy  inspector  is  inspect- 
ing five  dairy  farms,  and  that  therefore  one  dollar  spent  in  laboratory 
testing  covers  as  much  territory  as  ten  dollars  spent  in  dairy  inspec- 
tion. The  laboratory  test  should  come  first  and  make  the  diagnosis; 
the  dairy  inspector  should  come  second  and  apply  the  remedy." 

Reorganization  of  Milk  Inspection  Service 

While  it  is  believed  that  the  present  system  of  dairy  inspection  is  pro- 
ducing good  results,  it  is  believed  that  better  results  can  be  secured  more 
economically  and  quickly  by  a  change  in  method.  The  work  of  the  milk 
Inspection  service  should  begin  in  the  city.  Samples  should  be  taken  of  all 
milk  sold  within  the  city.  On  the  basis  of  laboratory  tests  of  these  samples, 
investigations  should  be  made  at  the  places  where  milk  is  dispensed.  Ob- 
viously the  department's  chief  concern  is  whether  or  not  the  milk  reaches 
the  consumer  in  a  satisfactory  condition.  If  the  milk  is  pasteurized  milk 
and  shows  contamination,  the  line  should  be  followed  back  to  the  pasteuriz- 
ing plant  by  the  inspector  and  conditions  at  this  plant  carefully  observed. 
Samples  should  be  taken  of  the  raw  milk  as  it  reaches  the  pasteurizing 
plant  and  should  be  tested  there.  If  contamination  occurs  before  the  milk 
-eaches  the  pasteurizing  plant  or  in  the  plant  before  pasteurization,  the  causes 
should  be  discovered  and  corrected.  The  whole  line  from  consumer  to  pro- 
lucer  should  thus  be  followed  back  until  the  defect  in  handling  or  pro- 
luetion  is  found  and  remedied. 

To  carry  out  such  a  plan  it  is  therefore  urged  that  the  routine  inspection 
)f  country  dairies  every  month  or  two  be  discontinued.  These  two  inspectors, 
ogether  with  the  city  milk  inspector  now  employed  in  this  work,  should 
)egin  taking  samples  of  milk  within  the  city  for  testing  by  the  laboratory. 
\s  indications  are  given  by  these  tests,  they  should  follow  the  course  of  the 
nilk  back  through  the  local  dealer,  the  bottling  or  pasteurizing  plant,  the 
shipping  station,  to  the  producer,  until  the  causes  of  contamination  are 
ocated.  Under  this  plan  the  two  inspectors,  equipped  as  they  are  with 
iiitomobiles,  could  perform,  as  Dr.  North  has  pointed  out,  ten  times  as 
nuch  service. 

Plan  for  Improved  Food  Inspection  Service 

Under  the  plan  of  organization  of  a  bureau  of  food  inspection,  there  will 
>e  available  for  food  inspection  service,  apart  from  the  inspection  of  meat 
md  milk,  which  is  now  well  provided  for  as  regards  the  inspectorial  force, 
wo  food  inspectors  and  one  industrial  inspector.  While  this  force  is  en- 
irely  inadequate  to  cover  the  whole  field  of  food  inspection,  including  the 
nspection  of  restaurants,  bakeries,  confectionery  stores,  delicatessen  shops 
nd  other  food  establishments  coming  within  the  food  inspectional  field  as 
pecified  by  ordinance,  it  is  not  believed  that  additions  should  be  made  to 
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the  food  inspectional  staff  until  a  reorganization  has  taken  place  and  a  plan 
of  action  worked  out. 

Two  courses  are  open  to  the  health  department  in  the  inspection  of  food 
establishments  with  the  present  inadequate  staff:  (1)  the  continuation  of 
the  present  method  of  inspection,  i.  e.,  the  attempt  to  cover  the  entire  field 
in  a  superficial  way  which  actually  results  in  very  little  improvement  in 
control,  or  (2)  the  reduction  of  the  inspection  field  and  the  concentration 
of  available  force  where  it  is  most  needed.  The  latter  plan  is,  it  is  believed, 
the  one  which  should  be  adopted. 

From  information  already  available  in  the  department,  those  food  in- 
dustries which  are  most  in  need  of  thorough  health  department  regulation 
are  known.  From  personal  observation  it  is  believed  that  restaurants  and 
bakeries  within  San  Francisco  should  receive  the  immediate  attention  of  the 
health  department.  Assuming  then  that  it  is  determined  that  a  systematic 
effort  shall  be  made  to  secure  proper  regulation  of  such  places,  the  entire 
food  inspection  force  should  be  assigned  to  the  inspection  of  restaurants 
and  bakeries.  In  such  places  there  are  at  least  three  fundamental  things 
to  be  noted:  first,  the  health  and  cleanliness  of  the  food  handlers;  second. 
the  methods  of  handling  milk,  and,  third,  the  presence  or  absence  of  flies 
which  are  carriers  of  disease.  The  kind  and  quality  of  food  served,  the 
general  cleanliness  of  premises  and  equipment  are,  of  course,  important, 
but,  for  a  preliminary  survey,  the  three  fundamentals  mentioned  should  be 
the  inspector's  first  concern.  On  the  basis  of  such  inspection,  it  should  be 
possible  to  make  a  preliminary  classification  of  such  places  as  clean  or  dirty. 
Those  restaurants  where  the  food  handlers  are  clean  and  healthy,  where 
flies  are  conspicuous  by  their  absence,  and  where  milk  is  properly  cared  for, 
should  then  be  eliminated  for  the  time  being  from  inspection  and  the  atten- 
tion of  the  health  department  concentrated  upon  those  establishments  where 
flies  are  abundant,  milk  improperly  cared  for  or  the  health  and  cleanliness 
of  workers  are  defective.  Having  thus  cut  down  the  inspection  field  and 
concentrated  effort  upon  those  places  where  the  need  of  inspection  is  most 
evident,  three  inspectors  devoting  their  entire  time  to  the  work  should  be 
able  to  secure  a  great  improvement  of  those  conditions  which  are  actually 
menacing  the  health  of  the  community.  Little  actual  danger  to  health  may 
be  feared  in  the  best  restaurants  and  bakeries  of  the  city,  but,  in  the  lower 
class  restaurants,  where  cheapness  of  food  is  the  attraction,  conditions  are 
less  likely  to  be  satisfactory.  It  is  doubtful  if  the  kind  or  quality  of  food 
served  has  any  considerable  influence  upon  the  health  of  consumers,  but  it 
is  certain  that  methods  of  handling  food  do  have  a  very  important  bearing 
upon  health. 

The  same  procedure  should  be  followed  in  other  food  inspectional  fields. 
Preliminary  surveys  should  be  made  and  a  tentative  classification  of  places 
as  clean  or  dirty  should  be  made.  In  these  preliminary  surveys  it  should 
also  be  determined  whether  or  not  the  places  inspected  have  complied  with 
the   law   requiring  the   obtaining   of   a    sanitary   certificate    from    the   health 
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department.  Following  a  year  of  inspection  of  this  kind,  the  health  officer 
would  be  in  a  position  to  point  out  clearly  and  definitely  the  exact  needs 
of  the  food  inspection  service  and  he  would  no  doubt  be  more  likely  to 
secure  the  necessary  appropriation  for  increase  of  staff. 

Physical  Examination  of  Food  Handlers 

It  is  a  well  recognized  fact  among  public  health  workers  that  there  is  a 
large  Dumber  of  persons  engaged  in  the  handling  of  food  and  food  products 
who  are  unfit  to  perform  such  work  because  of  their  physical  health.  Fre- 
quent complaints  are  received  by  the  health  department  regarding  persons 
having  communicable  diseases  who  are  engaged  in  food  handling,  but  this 
is  the  only  means  that  the  department  has  of  knowing  whether  cooks,  bakers, 
waiters,  confectioners,  ice  cream  manufacturers  and  other  food  handlers  are 
physically  clean  and  healthy.  Dependence  on  complaints  is  obviously  an 
unsatisfactory  procedure.  Cases  of  tuberculosis,  skin  disease,  venereal  dis- 
ease and  other  conditions  dangerous  to  public  health  may  and  undoubtedly 
do  exist  among  food  handlers  in  San  Francisco. 

It  is  urged,  therefore,  that  the  department  begin  at  once  the  physical 
examination  of  all  workers  in  food  establishments.  Permits  should  be  re- 
quired as  a  matter  of  course  from  all  such  places  annually  and  it  should  be 
a  condition  of  permit  that  all  workers  shall  be  certified  as  free  from  disease. 
With  the  employment  of  all  departmental  physicians  on  full  time  instead 
of  part  time,  it  will  be  possible  to  furnish  this  additional  protection  to  the 
San  Francisco  public. 

Civic  Organization  Should  Be  Used  in  Health  Inspection 

The  best  food  inspector  is  the  consumer  if  he  is  properly  taught  how  to 
inspect.  New  York  City  and  other  cities  have  found  it  extremely  profitable 
to  enlist  the  co-operation  of  citizens  in  inspection  service.  "Women's  clubs, 
housewives'  leagues,  social  service  organizations  and  other  civic  bodies  can 
be  made  a  power  in  San  Francisco  if  proper  steps  are  taken  to  secure  their 
co-operation.  Conferences  should  be  arranged  by  the  health  officer  with 
representatives  of  these  organizations  and  a  plan  of  co-operation  outlined. 
Members  of  organizations  should  be  furnished  blanks  upon  which  to  report 
insanitary  conditions  found  and  it  should  then  be  the  duty  of  the  depart- 
ment to  make  the  necessary  inspection  and  correction  of  defects. 

In  the  same  way,  effort  should  be  made  to  secure  the  co-operation  of  the 
dealers  themselves.  The  bakers,  the  restaurant  keepers,  the  confectioners, 
barbers,  cigar  manufacturers  and  others  whose  businesses  are  under  super- 
vision by  the  health  department  are  in  the  majority  of  instances  willing 
:o  co-operate  with  the  health  authorities  when  once  the  reasons  for  certain 
procedure  have  been  clearly  explained  to  them.  Conferences  with  dealers 
or  proprietors  of  establishments  under  inspection  should  be  arranged  by 
he  health  officer  and  the  purposes  and  desires  of  the  department  made  clear. 
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Industrial  Inspection 

Functions  of  Division  of  Industrial  Inspection 

The  division  of  industrial  inspection,  as  this  term  is  applied  in  the  de- 
partment of  health,  includes  one  physician  industrial  inspector  on  part  time 
at  $1,500  and  two  full-time  lay  inspectors  at  $1,500  each.  As  will  be  seen 
by  reference  to  the  chart  of  the  present  organization  of  the  health  depart- 
ment, this  division,  so-called,  is  under  the  immediate  supervision  of  the 
chief  sanitary  inspector.  The  function  of  the  division  is  the  inspectional 
supervision  of  sanitation  in  all  places  where  persons  are  employed,  with 
special  reference  to  nickelodeons  and  theaters,  laundries,  cigar  factories, 
paste  and  cracker  factories,  shirt  and  garment  factories,  barber  shops,  ma- 
chine shops,  as  well  as  bakeries,  candy  manufactories,  restaurants  and  all 
other  places  where  food  is  manufactured,  handled  or  sold. 

Force  Inadequate;   Reorganization  Recommended 

It  is  impossible  to  say  to  what  degree  this  very  extensive  field  has  bea 
covered,  nor  do  the  records  indicate  what  results  have  been  secured  by  such 
inspection.  It  is  clear,  however,  that  the  inspection  provided  by  this  small 
group  of  three  inspectors  must  necessarily  be  a  mere  scratching  of  the  sur- 
face of  this  inspection  field.  As  already  pointed  out,  the  physician  industrial 
inspector  is  on  part  time  and  is  especially  detailed  to  the  inspection  of 
restaurants.  At  the  time  of  this  survey,  however,  the  needs  of  the  service 
required  that  he  devote  a  large  part  of  his  time  to  assisting  the  sanitary, 
inspection  force.  Another  industrial  inspector,  a  woman,  devotes  practically 
her  entire  time  to  the  inspection  of  homes  where  children  are  boarded  and; 
her  services  are  not  therefore  available  for  inspection  along  other  lines.i 
The  third  industrial  inspector  was  at  the  time  of  this  survey  devoting  a 
large  part  of  his  time  to  the  collection  of  milk  samples  owing  to  the  absence 
of  one  of  the  city  milk  inspectors  on  sick  leave. 

There  are  but  two  courses  worth  while  in  carrying  on  any  inspection 
service,  namely,  the  creation  of  an  inspection  force  sufficient  to  cover  the 
entire  field  efficiently  or  the  abandonment  of  attempt  to  cover  the  entire 
field  and  concentration  of  all  available  force  on  a  smaller  field.  The  depart- 
ment of  health  in  attempting  to  cover  this  vast  inspection  field  with  three 
inspectors  has,  of  course,  failed,  and  it  can  in  no  wise  be  blamed  for  failing. 
It  is  believed,  therefore,  that  the  first  step  to  be  taken  is  to  detail  this  in- 
spection force  to  work  which  will  be  more  productive. 

With  the  creation  of  a  bureau  of  food  inspection,  as  has  been  suggested1 
earlier  in  this  report,  and  the  adoption  of  a  plan  to  diminish  the  field  by 
grading  the  places  under  inspection,  all  those  functions  of  the  division  of 
industrial  inspection  which  relate  to  the  inspection  of  foods  should  be  trans- 
ferred to  the  bureau  of  food  inspection.  All  other  functions  which  relate 
to  the  inspection  of  other  places,  such  as  nickelodeons,   theaters,   cigar  fae- 
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tories,  laundries,  machine  shops,  etc.,  should  be  transferred  to  the  bureau 
of  sanitary  inspection  and  communicable  diseases  as  outlined  earlier  in  tins 
report.  The  inspection  of  boarding  homes  for  children  now  performed  by 
the  woman  industrial  inspector  should  be  delegated  to  the  bureau  of  nursing 
service  and  the  inspection  required  should  become  a  part  of  the  duties  of 
the  district   nursing  staff. 

Plumbing  Inspection 

Plumbing  Inspection  Costly 

At  present  five  plumbing  inspectors  at  $150  a  month  and  a  chief  plumbing 
[aspector  at  $175  a  month  are  employed.  It  might  be  well  here  to  state  that 
n  few  American  cities  are  such  high  salaries  paid  for  this  class  of  work. 
Plumbing  inspectors  are  ordinarily  paid  $1,200  a  year — occasionally  $1,500. 
The  necessity  of  paying  a  union  scale  of  wages  has  made  this  branch  of  serv- 
ce  the  most  highly  paid  of  any  inspectional  service  in  the  health  department — 
ind  yet  from  the  standpoint  of  public  health  it  is  the  least  valuable.  The 
school  nurses,  whose  importance  in  promoting  the  health  of  the  community  can 
lardly  be  estimated,  are  paid  from  $75  to  $85  a  month — about  half  the  salary 
)f  the  plumbing  inspector.  The  market  inspectors,  who  protect  the  citizen  from 
:ontaminated  or  disease  infected  meat,  receive  but  $125  a  month  and  yet  their 
;ervice  is  ten  times  more  valuable  than  that  of  the  plumbing  inspectors. 

It  is  not  desired  to  criticise  the  plumbing  inspectors  for  the  work  which 
hey  are  doing  as  individuals.  On  the  contrary,  so  far  as  can  be  determined 
'rom  the  records  of  inspections  performed,  their  service  is  well  performed. 
There  is  not,  however,  need  for  an  expenditure  of  $11,100  in  salaries  for  this 
mrpose.  As  a  matter  of  fact,  the  chief  plumbing  inspector,  who  is  on  the  pay- 
•oll  at  $175  a  month,  has  not  been  in  attendance  upon  his  duties  since  Decem- 
>er  1,  1915,  and  yet  the  health  of  the  city  has  not  suffered  in  the  least  from 
he  loss  of  the  head  of  the  plumbing  inspection  force. 

?lumbing  Inspection  Not  a  Health  Function 

The  inspection  of  plumbing,  although  perhaps  a  necessary  service  in  any 
aunicipality,  is  not  primarily  a  public  health  function.  The  sanitary  disposal 
f  human  waste  is  a  necessity  for  the  health  of  any  community,  but  plumbing 
aspection  contemplates  more  than  this.  It  assumes  to  regulate  the  installa- 
ion  of  plumbing  devices  and  specifies  in  the  most  minute  detail  what  these 
eviees  shall  be.  This  we  do  not  believe  to  be  a  function  of  the  health  depart- 
aent  any  more  than  the  disposal  of  garbage,  the  cleaning  of  streets  or  the 
aspection  of  gas  pipes.  The  theory  that  leaking  sewer  gas  is  responsible  for 
lany  communicable  diseases  was  abandoned  years  ago.  "We  know  now  that 
making  sewer  gas  is  by  no  means  as  dangerous  as  leaking  illuminating  gas — 
nd  yet  no  one  insists  that  the  health  department  shall  inspect  the  installation 
f  gas  pipes. 
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We  would  recommend,  therefore,  that  the  inspection  of  plumbing  be  trans 
f erred  to  the  building  inspection  bureau  of  the  board  of  public  works.  Thi 
will  permit  the  working  out  of  thorough  co-operation  of  the  inspection  servio 
of  this  bureau  with  the  plumbing  inspection  service,  with  probably  the  elimina 
tion  of  several  of  the  plumbing  inspection  force. 


Fees  for  Plumbing  Inspection 


The  benefit  which  is  derived  from  plumbing  inspection  is  primarily  to  th( 
individual  householder  and  not  to  the  public  at  large.  It  insures  for  th< 
householder  that  he  shall  have  a  proper  installation  of  fixtures  and  that  hi? 
plumbing  shall  be  adequate  and  competent  for  the  purpose.  The  burden  oJ 
cost  should,  therefore,  fall  upon  the  individual  rather  than  upon  the  genera 
public.  We  would  recommend,  therefore,  that  if  the  plumbing  inspection  serv 
ice  is  continued  under  health  department  supervision,  a  fee  be  charged  suffi 
cient  to  cover  the  cost  of  inspection.  This  fee  should  be  based  upon  the  coal 
of  service  and  should  be  collected  from  the  master  plumber  in  charge  of  th< 
work.  This  would  mean,  of  course,  that  the  householder  would  pay  for  il 
eventually,  since  the  plumber  would  include  it  in  his  bill. 

At  present,  there  is  considerable  time  wasted  by  plumbing  inspecto 
because  of  the  fact  that  installations  are  not  ready  for  inspection.  Th( 
plumber  in  charge  is  required  to  notify  the  chief  plumbing  inspector  whei 
the  plumbing  is  ready  for  inspection.  It  may  happen  that  when  the  inspectoi 
arrives  he  finds  that  the  plumbing  work  is  not  ready  for  inspection  and  In 
must,  therefore,  go  again.  The  charging  of  a  fee  for  each  inspection  wouli 
certainly  tend  to  reduce  inspections  of  this  kind.  In  many  cities,  ever 
though  no  fee  is  charged  for  inspection,  the  master  plumber  is  fined  50 
75  cents  for  his  failure  to  have  the  plumbing  work  ready  for  inspect! 
after  he  had  notified  the  inspector  that  it  was  ready.  Whether  a  fee  for 
spection  is  required  or  not,  master  plumbers  should  be  fined  for  failure  to  ha' 
work  ready  for  inspection  when  the  inspector  calls. 

Time  Wasted  By  Plumbing  Inspectors  in  the  Office 

Plumbing  inspectors  arrive  at  the  office  of  the  department  at  8 :30  in  tl 
morning  and  leave  at  9:30  after  receiving  their  assignments.     They  return 
the  office  at  4  in  the  afternoon  and  are  busied  in  writing  up  their  reports  ar 
interviewing  plumbers  and  others  until  5.    It  is  believed  that  this  is  an  unnece 
sary  waste  of  time.     If  the  men  are  required  to  be  at  the  office  at  8  :30  in 
morning,  they  should  be  out  of  the  office  at  9.     Certainly  it  should  not  reqi 
more  than  a  half  hour  for  them  to  get  their  assignments.     They  should  reti 
to  the  office  at  4:30  instead  of  4.     At  the  present  time,  in  order  to  get  to 
office  at  4,  the  inspector  must  leave  his  work  in  the  field  about  half  past  3. 

There  is  nothing  about  the  reports  of  an  inspector  which  should  require  ar 
hour  from  4  to  5  to  make  out,  and  there  is  no  necessity  of  anyone  but  the  chiel 
inspector  interviewing  master  plumbers   or   others.     By   reducing  the   amount 
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jf  time  spent  by  inspectors  in  the  office,  an  hour  a  day  would  be  saved  by 
>ach  of  tlic  five  plumbing  inspectors.  This  means  a  saving  of  approximately 
&5.00  a  d;i\  for  five  inspectors  and  in  a  year  the  approximate  saving  of  the 
ime  and  salar}  of  an  inspector.  It  is  believed  that  by  more  careful  efforts  to 
Hmserve  time  one  plumbing  inspector  at  least  could  be  discontinued. 

Plumbing  Inspectors'  Daily  Reports  Should  Be 
Prepared  in  the  Field 

At  present  the  plumbing  inspectors  write  out  their  daily  reports  after  they 
return  to  the  office.  This  also  is  unnecessary  and  means  wasted  time.  The 
bapectors  keep  rough  notebooks  in  which  they  make  the  memoranda  neces- 
■ary  while  they  are  visiting  the  premises.  Instead  of  requiring  that  these 
lotes  be  rewritten  on  a  regular  report  form,  the  plumbing  inspectors  should  be 
tarnished  with  Loose-leaf  notebooks  and  should  make  all  their  notes  in  the 
ield.  These  notes  should  be  made  in  duplicate,  the  original  being  returned 
o  the   department    in   the   evening   and   left    with   the   chief   inspector   for   Ins 

pproval.     The  copy  of  the  report  should,  however,  be  kept  by  the  inspector  in 

is  notebook  for  his  own  advisement. 

Medical  Inspection  of  Schools 

tesults  of  Medical  Inspection  of  School  Children 
Unsatisfactory 

At  present  there  are  employed  a  chief  medical  inspector  of  schools  on 
art  time  at  $1,800  a  year,  two  medical  inspectors  on  part  time  at  $1,200  a 
ear,  three  health  inspectors  of  schools  (nurses)  on  full  time  at  $1,020  a  year, 
ix  health  inspectors  of  schools  (nurses)  at  $960  a  year,  and  five  health  in- 
pectors  of  schools  (nurses)  at  $900  a  year.  The  three  medical  inspectors  of 
mools  are  required  to  make  physical  examinations  of  all  children  entering 
mool  for  the  first  time  at  the  beginning  of  each  school  year,  and  such  other 
hildren  as  may  be  referred  to  them  by  the  nurses  who  are  districted  through- 
ut  the  city.  Working  on  part  time  as  do  the  medical  inspectors  it  is  abso- 
itely  impossible  for  them  to  do  more  than  this  during  the  year  so  that  there 
re  comparatively  few  children  in  the  school  system  who  have  received  more 
lan  one  physical  examination  during  school  life. 

There  are  approximately  five  thousand  children  entering  school  for  the  first 
me  each  year,  but  this  represents  only  a  very  small  percentage  of  the  school 
opulation  of  San  Francisco.  The  work  which  is  being  done  therefore  by 
hysician  inspectors  is  only  a  small,  and  in  fact,  an  unimportant  part  of  the 
ork  to  be  done.  The  most  important  period  in  the  child's  life  from  the  stand- 
oint  of  health  is  the  period  of  his  school  life,  and  yet  during  this  entire 
?riod  he  receives  no  medical  supervision  except  the  physical  examination  at 
ltrance,  and  that  which  may  be  given  if  he  happens  to  be  referred  to  the 
tiysician  by  the  school  nurse. 
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It  is  impossible  to  say  what  results  have  been  secured  under  the  present 
system  of  medical  inspection,  owing  to  the  fact  that  no  records  are  available 
which  will  show  how  many  of  the  physical  defects  of  children  discovered 
have  been  corrected.  The  chief  medical  inspector  has  been  endeavoring  for 
the  past  four  or  five  months  to  obtain  such  records,  but  as  yet  they  are 
incomplete.  As  the  chief  medical  inspector  admits,  it  is  of  little  avail  to 
discover  defects  unless  these  defects  are  corrected,  and  herein  lies  the 
incompetence  of  the  present  system  of  medical  inspection.  The  time  of 
medical  inspectors  and  nurses  is  taken  up  chiefly  in  finding  defects  and 
without  a  thorough  reorganization  of  this  entire  service,  it  is  not  believed 
that  more  than  this  will  be  accomplished  with  the  present  force.  During 
the  coming  year  all  parochial  schools  will  be  placed  under  the  medical 
supervision  of  the  health  department,  and  this  means  a  heavier  burden  upon 
the  medical  inspection  service. 

Reorganization  of  Medical  Inspection 
Service  Recommended 

As  a  first  step  in  the  reorganization  of  the  medical  inspection  service,! 
it  is  recommended  that  all  physicians  of  this  branch  of  service  be  placed 
upon  full  time.  This  is  absolutely  essential.  The  part-time  physician  in 
school  work  must,  if  he  does  his  school  work  properly,  sacrifice  his  private 
interests.  But  the  physician  in  private  practice  cannot  afford  to  do  this, 
and  as  a  result  his  work  as  school  physician  suffers.  Nowhere  in  public 
health  service  is  part  time  more  disastrous  to  the  health  program. 

The  next  step  in  the  reorganization  of  school  hygiene  service  should  be! 
the  creation  of  a  bureau  of  school  hygiene.  At  the  head  of  this  bureau  there 
should  be  a  director  with  full  responsibility  for  all  school  health  work.: 
Such  a  director  should  have  experience  and  training  for  the  work  andi 
should  receive  a  salary  of  at  least  $3,000  a  year.  This  represents  an  increase! 
of  $1,200  over  the  salary  of  the  present  chief  medical  inspector,  but  it  means  | 
also  doubling  the  amount  of  service.  The  assistant  medical  inspectors,  who, 
are  now  paid  $1,200  a  year  for  part  time,  should  receive  $2,400  a  year  each, 
for  full  time,  an  increase  of  $1,200  a  year  for  each  inspector.  The  fourteen 
nurses  now  employed  should  be  continued  on  the  present  schedule  of 
salaries.* 

Assuming  then  that  there  are  three  physicians  on  full  time  and  fourteen! 
nurses,  the  city  should  be  divided  into  three  major  districts,  one  for  each 
physician,  the  size  of  the  district  being  dependent  upon  the  distribution  of 
schools  and  school  population,  and  the  need  for  medical  supervision  in  the 
various  schools.  The  fourteen  nurses  should  be  divided  among  the  three 
major  districts  as  necessary,  each  nurse  having  a  definite  assignment  to  ai 
minor  district.     The  physician  in  charge  of  the  major  district  should  be  in 


*Three  additional  nurses  were  allowed  in  1916-17  budget. 
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immediate  supervisor!  of  all  nurses  in  his  district.  The  director  of  the  bureau 
should  perform  the  double  role  of  director  of  the  entire  bureau  and  district 
school  health  officer. 

Each  physician  in  charge  of  a  district  should  be  given  an  office  located 
conveniently  within  that  district.  It  is  quite  probable  that  available  space 
could  be  found  in  school  buildings  for  this  purpose.  These  offices  should 
be  equipped  for  examination  of  children  and  conducted  just  as  a  private 
physician  would  conduct  his  office  except  that  the  district  school  health 
'officer  should  not  be  allowed  to  treat  the  children  referred  to  him. 

When  this  general  organization  has  been  perfected,  the  next  step  is  to 
discover  what  children  need  medical  examination  and  advice.  It  is  obvious 
to  any  one  with  experience  in  medical  inspection  of  school  children  that 
much  of  the  time  of  physicians  is  wasted  in  the  examination  of  normal 
children.  The  aim  should  be  therefore  to  find  out  first  of  all  what  children 
iced  examination  and  the  advice  of  the  physician.  A  schedule  should  be 
jrepared  by  the  director  of  the  bureau  for  use  by  the  teacher  or  nurse  in 
he  health-grading  of  the  child.  Such  a  schedule  has  already  been  prepared 
iy  Dr.  Ernest  Bryant  Hoag,  special  director  of  school  hygiene  of  the  Minne- 
sota state  board  of  health  and  author  of  the  Health  Index  of  School  Children. 
3aeh  pupil  should  be  required  to  answer  certain  questions  asked  on  the 
lurvey  chart  and  should  be  further  examined  by  the  teacher  or  nurse.  When 
he  answers  to  all  the  questions  of  the  survey  have  been  properly  filled  out, 
hese  schedules  or  health  surveys  should  be  turned  over  to  the  school 
>hysieian  who  would  interpret  the  answers  to  the  questions  asked,  and  on 
he  basis  of  his  interpretation  classify  all  school  children.  There  are  perhaps 
hree  groups  of  grades  into  which  all  school  children  may  be  divided  by 
he  use  of  this  survey  schedule  or  chart:  (1)  those  not  requiring  advice  or 
reatment,  (2)  those  requiring  medical  advice  or  treatment  but  not  in  im- 
nediate  need  of  it,  and  (3)  those  requiring  immediate  attention  by  a  physi- 
ian.  When  the  children  have  been  thus  classified  it  will  be  found  that 
here  is  a  very  large  number  of  children  who  do  not  need  attention  by  the 
•hysician,  and  perhaps  an  equal  number  who  though  in  need  of  treatment 
an  wrell  be  ignored  for  the  time  being.  The  children  requiring  immediate 
ttention  as  indicated  by  the  survey  sheets  should  first  engage  the  attention 
f  the  physician.  The  list  of  such  children  should  be  given  to  the  nurse  who 
hould  make  the  necessary  arrangements  for  conducting  them  to  the  physi- 
ian*s  office.  Here  they  should  be  given  complete  and  thorough  physical 
lamination  and  a  diagnosis  should  be  made  just  as  the  private  physician 
'ould  do  in  his  office. 

The  physician  should  then  communicate  by  letter  writh  the  parents  of  the 
hild  stating  the  condition  found  and  requesting  that  the  parent  visit  the 
2hool  physician  at  his  office  for  consultation.  The  school  physician  at  such 
onsultation  should  explain  clearly  to  the  parents  what  has  been  found, 
diat  needs  to  be  done  and  wdiy,  and  what  result  may  be  expected.  He 
lould  arrange  with  the  various  clinics  for  the  treatment  of  those  children 
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whose  parents  are  not  able  to  pay  for  private  medical  service  and  shoulc 
furnish  the  child  a  clinic  card  stating  when  and  where  to  go  for  treatment 
When  those  children  needing  immediate  attention  have  been  attended  to 
those  whose  condition  is  not  quite  so  urgent  should  be  cared  for  in  the  samt 
way.  The  nurses  should  be  required  to  follow  up  all  cases  recommended  foi 
treatment,  keeping  in  touch  with  physicians,  clinics  and  parents,  and  en 
deavoring  to  get  defects  corrected. 

This   plan    of   organization    and   procedure    has    several    very    marked    ad 
vantages : 

1 — It  places  the  school  physician  in  a  position  of  respect   and  respond 

bility,  and  makes  his  office  the  center  of  school  health  service  of  i 

definite  community ; 
2 — It  overcomes  much  of  the  objection  which  parents  have  to  the  presen 

method  of  examination  by  giving  them  an  opportunity  of  consulting 

with    the    school   physician    just    as   they    would    consult    a    privato 

physician ; 
3 — It  saves  the  time  of  physicians  and  nurses  by  confining  their  attenti 

to  the  children  who  need  medical  care ; 
4 — It  results  in  the  placing  of  the  emphasis  upon  the  correction  of  ph 

cal  defects  rather  than  upon  the  mere  discovery  of  them. 

Sanitary  Surveys  of  School  Buildings 


ivsi 


The  health  department  has  determined  to  require  during  the  coming  yea 
that  the  school  physicians  make  periodic  sanitary  surveys  of  school  buildings 
This  is  a  commendable  thing,  but  it  is  believed  that  more  effective  sanitan 
inspection  of  school  buildings  will  result  if  somewhat  the  same  procedur« 
is  followed  as  in  the  inspection  of  children.  Each  teacher  should  be  fur 
nished  with  a  copy  of  a  survey  sheet  on  which  are  indicated  the  points  t< 
be  observed  by  her  in  her  own  classroom.  When  these  survey  charts  hav< 
been  filled  out  and  returned  to  the  district  school  health  physician,  he  shrink 
classify  the  schools  and  schoolrooms  according  to  conditions  found.  Certaii 
classrooms  will  be  found  to  require  no  examination  by  the  physician  in 
spector;  other  classrooms  will  be  found  to  have  certain  defects  of  sanitatioi 
which  are  structural  or  other  wise  incapable  of  immediate  remedying,  whili 
still  other  classrooms  will  be  found  to  have  defects  of  sanitation  requiring 
and  capable  of  immediate  correction.  The  attention  of  the  physician  is  thu 
directed  immediately  to  the  classrooms  where  there  is  need  of  his  servi© 
Instead  of  visiting  each  school  and  going  through  the  entire  schoolroom  t< 
find  a  few  defects  in  sanitation,  he  is  enabled  to  go  at  once  to  the  pom 
where  investigation  is  needed.  This  means  a  very  great  saving  of  time  am 
also  the  immediate  investigation  of  these  conditions  which  can  be  correcte( 
promptly. 

For  such  a  survey  an  outline  has  been  prepared  by  Dr.  Ernest   Bryan 
Hoag   previously   mentioned   in   connection   with   the   health    grading   of  th« 
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chool  child.  This  outline  covers  in  detail  all  the  features  of  school  sanita- 
ion  and  is  the  most  satisfactory  guide  Eor  such  a  survey  which  has  been 
evised. 

"•ost  of  Improved  Service 

As  previously  stated,  no  additional  force  is  needed  at  this  time  for  putting 
■his  plan  into  operation.  To  place  the  physician  school  inspectors  upon  full 
e  will  require  an  increase  in  salary  of  the  chief  medical  inspector  or 
ireetor  of  the  bureau  of  school  hygiene  from  $1,800  to  H;3,000,  and  an  increase 

the  salaries  of  his  two  assistants  from  $1,200  a  year  to  $2,400.    In  addition 

e  cost  of  providing  offices  for  the  three  physicians  should  be  considered, 
f  offices  can  be  found  for  them  in  the  school  buildings,  the  only  additional 
ost  will  be  the  equipment  of  such  offices,  and  this  is  a  very  small  item  since 

e  physicians  are  not  to  treat  the  cases  referred  to  them,  but  only  to  consult 
,nd    advise.      If    under    this    full-time    plan    the    present    staff    continues   in 

rvice,  arrangement  could  no  doubt  be  made,  provided  their  own  offices 
re  properly  located,  to  permit  them  to  use  their  own  offices,  on  the  strict 
nderstanding,  however,  that  their  work  shall  be  confined  to  the  work  of  the 
ealth  department. 

A  comparison  of  the  salary  cost   of  the  present  organization  for  school 
ledical    inspection    with    that    of    the    proposed    bureau    of    school    hygiene 


HOWS  : 


PRESENT 
Division  of  Medical  Inspection  of   Schools. 

1  chief  medical  inspector  (part  time) $1,800 

2  medical  inspectors   (part  time)   at  $1,200 2,400 

3  health  inspectors  (nurses)  at  $1,020 3,060 

6  health  inspectors  (nurses)  at  $960 5,760 

5  health  inspectors  (nurses)   at  $900 4,500 


Total    $17,520 

PROPOSED 
Bureau  of  School  Hygiene. 

1  director  of  bureau   (full  time) $3,000 

2  physicians   (full  time)    at  $2,400 4,800 

3  school  nurses  at  $1,020 3,060 

6  school  nurses  at  $960 5,760 

5  school  nurses   at   $900 4,500 


Total    $21,120 

It  will  be  seen  that  the  proposed  plan  contemplates  an  additional  expendi- 
ire  for  salaries  of  $3,600,  but  it  must  be  considered  that  under  the  pro- 
»osed  plan  the  amount  of  work  which  can  be  done  will  be  more  than 
oubled.  It  will  be  possible  under  this  plan  to  take  over  the  medical  super- 
ision  of  parochial  schools  without  any  difficulty  whatsoever  and  with  no 
icrease  of  the  present  staff.  Ultimately  it  is  believed  that  the  success  of  this 
Ian  will  be  so  evident  that  an  additional  physician  on  full  time  will  be 
'lowed.  This  will  permit  the  establishment  of  four  districts  instead  of 
iree,  which  is  the  logical  division  for  San  Francisco. 
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Need  for  School  Clinics 

Since  the  efficiency  of  any  school  health  program  depends  absolutely  upon 
the  results  which  may  be  secured  by  the  correction  of  physical  defects,  it  is  : 
imperative   that   adequate   provision   be   made   for   free   clinics   where   these 
defects  may  be  corrected.     Further,  the  use  which  will  be  made  of  such  free 
clinics  is  dependent  upon  their  location.     At  present  there  is  but  one  school  I 
clinic  and  this  is  maintained  by  the  Mothers'  Club  for  the  Garfield  School: 
and  vicinity.     Effort  should  be   made  by  the   department,  if  the  proposed ' 
reorganization  plan  is  made  effective,  to  establish  school  clinics  in  each  of 
the  major  school  health  districts  or  to  arrange  these  districts  in  such  a  way 
that  the  available  hospital  clinics  may  be  taken  advantage  of  readily.     The  I 
school  clinic  for  school  health  work  only  is,  however,  by  far  the  most  de- 
sirable  plan,   and  if   sufficient   space   can   be   made   available   in   the   school! 
buildings,  the  effectiveness  of  the  clinic  will  be  greatly  increased. 

The  experience  of  the  city  of  Hoboken,  N.  J.,  in  the  establishment  of  a 
school  clinic  may  be  illuminating.  This  clinic  is  maintained  in  the  high 
school  building  which  is  so  located  that  it  may  be  easily  reached  from  alii 
parts  of  the  city.  A  large  room  on  the  top  floor  of  the  building  was  selected' 
for  the  clinic.  Alterations  to  this  room  including  the  furnishing  of  Avails 
and  floor  and  the  installation  of  proper  plumbing  and  lighting  fixtures  cost 
$394.29.  Equipment  came  to  $503.90  and  supplies  for  one  year  totalled 
$167.62 — giving  a  total  cost  of  alteration,  equipment  and  supplies  of  only 
$1,065.81.  The  cost  of  maintaining  this  clinic  from  year  to  year  since  itsj 
establishment  in  1912  has  been  negligible.  This  clinic  is  one  of  the  finest, 
and  best  equipped  school  clinics  which  the  investigator  has  ever  seen,  and 
the  results  which  have  been  secured  by  it  have  far  outweighed  its  cost. 
The  establishment  of  school  clinics  in  San  Francisco  is  not,  therefore,  a 
matter  of  great  expense — even  if  the  high  standard  of  equipment  set  by  the; 
Hoboken  school  clinic  is  adopted.  It  is  believed  that  an  effective  school 
clinic  could  be  established  and  operated  in  each  of  the  three  proposed  school 
health  districts  if  space  in  school  buildings  can  be  made  available  for  this 
purpose  at  an  initial  cost  of  not  more  than  $500.  It  should  be  possible  t< 
secure  volunteer  medical  attendance  at  these  clinics  by  physicians  of  the 
community. 

Program  of  Mental  Hygiene  Suggested 

The  problem  of  mental  hygiene  is  so  closely  linked  with  that  of  tht 
physical  health  of  the  school  child,  that  a  thorough-going  school  healtl 
program  must  include  provision  for  the  mental  examination,  classificatior 
and  supervision  of  school  children.  While  it  may  be  argued  that  this  is  ai 
educational  rather  than  a  school  health  function,  it  is  believed  that  ai 
administrative  separation  of  the  problems  of  physical  and  mental  hygien< 
will  not  produce  best  results.  It  is  urged,  not  as  an  immediate  matter,  hu 
as  a  part  of  the  general  reorganization  program,  that  consideration  be  givei 
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o  the  establishment  of  a  division  of  mental  hygiene  as  a  distinct  unit  of 
he  proposed  bureau  of  school  hygiene.  Such  a  division  should  be  under 
lie  direction  of  a  trained  physician-psychologist.  The  mental  examination 
f  children  is  a  task  requiring  special  training,  experience  and  ability,  and 
icaus  far  more  than  the  routine  application  of  a  standard  series  of  tests 
uch  as  the   Binet-Simon  scale  of  tests. 

All  children  throughout  the  entire  system  should  be  graded  mentally  just 
s  it  is  proposed  to  grade  them  physically,  and  special  attention  should  be 
iven  to  the  mental  development  of  each  individual  just  as  special  attention 
;  given  to  his  physical  development.  In  this  way,  and  only  in  this  way,  can 
aose  children  who  are  defective  mentally  be  given  their  proper  place  in  the 
•hool  classrooms,  and  the  adoption  of  such  a  plan  would  save  thousands  of 
ollars  yearly  to  the  city  by  the  saving  of  the  time  of  teachers  and  pupils 
trough  the  elimination  from  regular  school  classes  of  those  who  are  unable 
>  keep  the  class  pace  due  to  defective  mentality. 

;  Such  a  division  of  mental  hygiene  should  eventually  become  the  clearing 
)use  for  mental  defectives  throughout  the  entire  city.  The  information  which 
ich  a  clearing  house  could  furnish  to  the  courts  in  dealing  with  juvenile 
ilinquents  would  be  of  incalculable  value,  and  through  this  clearing  house  the 
isposition  of  delinquent  and  mentally  defective  children  of  all  grades  could 
3  handled  intelligently  with  economy  to  the  city  and  benefit  to  the  children. 

The  cost  of  establishing  such  a  division  of  mental  hygiene  is  negligible 
hen  compared  with  the  cost  of  time  lost  in  school  by  teachers  and  pupils,  and 
to  ultimate  cost  to  the  community  which  results  from  a  faulty  system  of 
iring  for  its  mentally  defective.  Properly  directed,  the  mentally  defective 
lild  may  become  a  useful,  self-sustaining  member  of  society.  Misdirected,  he 
?comes  quite  too  often  a  burden  upon  the  city  and  state.  The  only  cost  which 
>ed  be  considered  in  instituting  such  a  division  of  mental  hygiene,  is  that  of 
e  salary  of  the  head  of  this  branch  of  service.  Owing  to  the  special  training 
id  experience  required  for  this  work  a  salary  of  at  least  $3,500  a  year  should 
!  offered. 

ealth  Supervision  of  Working  Children 

Permits  to  work  are  issued  to  school  children  by  the  superintendent  of 
hools.  Although  the  question  of  the  health  of  the  child  is  paramount  in  the 
•termination  of  the  advisability  of  issuing  such  working  papers,  no  physical 

•. animations  are  conducted  by  the  health  department.  The  examination  of 
eh  children  by  a  properly  qualified  physicain,  acting  in  an  official  capacity, 
so  necessary  that  it  is  urged  that  steps  be  taken  to  amend  the  state  law  so 
at  the  permits  which  may  be  issued  by  the  superintendent  shall  have  the 

•  thorization   of  the  medical  inspector   of   school   children   that   the   children 

<'e  physically  fitted  for  work. 
Whether  the  law  is  amended  or  not,  the  health  department  should  endeavor 

i  provide,  through  its  medical  inspectors,  physical  examinations  of  all  chil- 
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dren  who  apply  for  permits.    These  could  be  arranged  through  the  co-operation; 
of  the  department  with  the  superintendent  of  schools. 

Reduction  of  Infant  Mortality 

Infant  Mortality  Rate 

San  Francisco  has  an  infant  mortality  rate  of  89  per  1000 — that  is,  for 
every  1000  babies  born  89  babies  die  before  reaching  one  year  of  age.  Com- 
pared with  many  larger  cities  of  the  east  this  is  a  low  rate,  but  it  is  by  no 
means  as  low  as  it  should  be  in  San  Francisco.  San  Francisco  has  very  favor-i 
able  climatic  conditions — wide  extremes  of  temperature  do  not  occur;  there  is 
less  congestion  of  population  and  consequently  less  menace  to  the  health  of 
infants;  there  is  probably  less  poverty  and  the  general  social  and  economic: 
conditions  throughout  the  community  are  better  than  in  most  cities  of  the  saint 
class.  Add  to  this  the  fact  that  the  milk  supply  is  uniformly  good  and  \\< 
have  a  condition  very  favorable  indeed  to  a  low  death  rate  among  infants. 

Thus  far,  however,  all  the  measures  necessary  to  lower  this  infant  mortal 
ity  rate  still  further  have  not  been  put  into  effect  by  the  health  department 
Work  has  not  been  organized  with  this  purpose  in  view  nor  have  sufficient 
funds  been  made  available  to  the  department  for  such  work.  As  previously 
pointed  out,  San  Francisco  is  spending  less  than  any  other  city  of  its  class 
in  the  United  States  for  the  conservation  of  child  life,  only  about  2  per  cenl 
of  its  total  appropriation  for  health  conservation  being  used  for  this  purpose 
The  reduction  of  infant  mortality  demands  that  the  following  measures  be  pui 
into  effect: 

1 — The  furnishing  of  a  clean  milk  supply  of  low  bacteria  count. 

2 — The  inspection   and   regulation   of   the   practice   of   midwifery   througl 

licensing,  inspection  and  education  of  midwives. 
3 — The  licensing  and  regulation  by  inspection  of  all  maternity  homes  anc 

other  places  where  infants  are  cared  for. 
4 — The  establishment  of   a  system   of   prenatal   educational   work  througl 

visits  by  nurses  to  expectant  mothers. 
5 — Follow-up  by  nurses  of  all  cases  of  birth  not  under  the  care  of  a  pn 

vate  physician  and  the  education  of  mothers  in  the  proper  care  o. 

babies,  including  assistance  to  medical  service  where  this  is  needed 
6 — The  establishment  of  infant  clinics  in  those  sections  of  the  city  when 

infant  mortality  is  highest  and  where  the  need  for  educational  worl 

is  greatest. 
7 — A  continuous  campaign  for  the  improvement  of  birth  records. 

At  the  present  time  the  department  of  health  is  making  fairly  successfu, 
efforts  to  improve  the  milk  supply,  as  described  in  the  section  on  food  inspec- 
tion. The  adoption  of  the  new  ordinance  in  the  coming  fall  which  provide 
for  the   grading   of  milk   and   the   establishment    of   more   thorough   standard 
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•ill   further  improve  the  supply.     Maternity   homes  and   places  for  boarding 

hiklren  are  now   being  inspected   and   supervised    by   the  department — another 

|rep   in   the   right   direction.      Birth    reporting   is   being   improved  but  may  be 

jrther  improved  by  the  adoption  of  the  additional   procedures  recommended 

h  the  section   on    vital   statistics.     Thus   the  department   is  now  carrying  on 

dree  of  the  measures  mentioned  as  essentials.     As  yet  there  is  no  supervision 

midwives.  no  follow-up  of  reported   births  mil   under  the  care  of  a  private 

ysician,   no   prenatal    visiting  by   nurses,   no   infant  clinics  under  the  super- 

sion  of  the  department.     The  necessity  for  such  service  will  be  pointed  out 

succeeding  paragraphs. 

upervision  of  Midwives 

i  A  register  of  midwives  is  kept  in  the  office  of  the  health  department.  This 
Agister  is  simply  an  indexed  file  of  cards  in  which  are  shown  the  name, 
Idress  and  previous  experience  of  the  midwife.  At  the  present  75  midwives 
fe  registered.  The  following  summary  shows  the  qualifications  of  these  mid- 
lives as  stated  upon  these  cards: 

1 — Graduate  in  midwifery,  Chicago; 

2 — Graduate,  Pisa,  Italy; 

3 — Graduate,  San  Antonia,  Spain  ; 

4 — Trained,  Warsaw,  Russia  ; 

5 — Graduate,  Dalmatia  ; 

6 — Graduate,  Pisa,  Italy; 

7 — Experience  in  New  York  City ; 

8 — Graduate,  University  of  Innisbruck,  Austria ; 

9 — Graduate,  St.  Louis  (Newlands)   College  of  Midwifery; 
I  10 — Graduate,  University  of  Torino,  Italy; 
11 — Midwife  in  Italy; 
12 — Ten  years  experience  ; 
13 — Practical  nurse ; 

14— Attendant  California  Medical   College  1902-1903; 
15 — Certificate  from  Austria ; 
16 — Diploma,  Government  of  Switzerland ; 
17 — Worked  as  general  midwife  over  fifteen  years; 
18 — Not  licensed; 

19 — Graduate  from  Columbia  School,  N.  Y. ; 
20 — Worked  for  physicians; 
21 — Graduate,  Cosenza,  Italy ; 

22 — Graduate,  School  of  Midwifery,  Hilsingfors,  Finland; 
23 — Assisting  physicians ; 

24 — Graduate  nurse  and  midwife  from  Japan ; 
25 — Graduate,  Zegeck   (?)    Hungary; 

26 — Graduate,  Kioto  Medical    College,   Midwifery   Training   School; 
27 — General  qualifications  as  midwife  for  20  years; 
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28 — Licensed  hospital,  Belgium  ; 

29 — Received  in   City  of  San  Francisco,   Graduate  Newlands   College    (Stj 

Louis)  ; 
30 — Not  licensed  ; 

31 — Graduate  midwife,  Stockholm,  Sweden; 
32 — Graduate,  Tokio,  Japan ; 
33 — Graduate,  Heroshima,   Japan  ; 
34 — Graduate,  Padua,  Italy; 
35 — Graduate,  Pisa,  Italy ; 
36 — Graduate  nurse,  Florence,  Italy; 
37 — Graduate  Training  School,  Tokio,  Japan ; 
38 — Graduate,  St.  Louis  College  of  Midwifery ; 
39 — Graduate,  Pisa,  Italy; 
40 — Graduate,  Tokio,  Japan ; 
41 — Graduate,  Torino,  Italy  ; 
42 — Graduate,  Catonia,  Italy; 
43 — Graduate,  Catonia,  Italy ; 
44 — Trained,  City  Hospital,  Sayoken  (?),  Japan; 
45 — Experienced  with  doctors; 
46 — Nurse  in  Vienna,  Austria; 
47 — Graduate,  Geneva,  Switzerland 
48 — Graduate,  Geneva,  Switzerland 
49 — Graduate,  Frankfort,  Germany, 
50 — Graduate,  Padua,  Italy ; 
51 — Midwife  in  Italy ; 

52 — Diploma,  Royal  University  of  Naples; 
53 — Not  licensed ; 

54 — Oakland,  Cal.,  experience  with  physicians; 
55 — License  from  Tokio,  Japan ; 
56 — Licensed  by  Japanese  government; 
57 — (Not  stated.) 

58 — Licensed  in  California,  graduate  Cincinnati; 
59 — Graduate,  Switzerland ; 
60 — Practiced  in  Italy ; 
61 — Graduate  nurse,  Florence,  Italy ; 
62 — No  credenials; 
63 — Became  midwife  by  practicing; 
64 — Missouri  state  license ; 
65 — Germany ; 

66 — Practical  experience  in  Palermo,  Italy ; 
67 — Serbia ; 

68 — Catonia,  Italy — N.  Y.  State  license ; 
69 — Japanese  government  license ; 
70 — Graduate,  Turin,  Italy; 
71 — No  license; 
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1'2     Graduate  University  of  Wurtzberg; 
73 — Qraduate  University  of  Geneva; 
7  1     Graduate — Japan; 
75 — Licensed  in  Switzerland. 

Apart  from  the  fad  thai  the  information  given  in  this  register  of  midwives 
i  regards  their  previous  training  and  experience  is  entirely  inadequate  on 
hieli  to  base  an  opinion  as  to  the  competence  and  qualifications  of  these  mid- 
ives,  it  will  be  noted  that  there  are  sixteen  midwives  who  present  no  evidence 

technical  training,  four  of  whom  state  specifically  that  they  have  no  license 
>  practice  midwifery.  As  regards  others  who  report  experience  with  physi- 
,ans  as  qualifications  or  even  graduation  from  a  training  school,  no  opinion 
in  be  offered  as  to  their  qualifications  except  that  the  evidence  of  their  abil- 
y  is  insufficient  upon  which  to  base  a  permit  to  practice  in  San  Francisco, 
he  standards  of  medical   training  and  of  license  are  high  in  California  but 

must  be  said  that  the  regulation  of  the  practice  of  midwifery  is  totally 
adequate. 

There  is  no  adequate  state  or  local  requirements  for  the  practice  of  mid- 
ifery.    Midwives  may  practice  the  art  without  training,  experience  or  license. 

0  rules  are  laid  down  for  their  practice  and  no  attempt  is  made  to  regulate 
eir  methods  of  conducting  their  work. 

!eed  for  Inspection  of  Midwives 

The  importance  of  more  thorough  investigation  of  the  practice  of  mid- 
^fery  in  San  Francisco  is  evident.  Apart  from  the  very  incomplete  registry 
(  midwives  just  described  there  is  at  present  no  supervision  whatever  of  this 

1  ase  of  work,  except  for  the  occasional  visits  which  may  be  made  by  the 
iirse  assigned  to  the  inspection  of  maternity  homes.  As  a  first  step,  therefore, 
i  the  promotion  of  infant  welfare  and  the  reduction  of  the  infant  mortality 
ite,  it  is  urged  that  the  health  department  take  the  necessary  steps,  first,  to 
hure  that  midwives  shall  be  properly  trained  before  being  allowed  to  prac- 
te  in  San  Francisco,  and  second,  to  see  that  a  periodical  inspection  is  made 
c  midwives,  their  methods  and  equipment. 

The  trained  nurse  loaned  to  the  department  of  health  by  the  baby  hygiene 
cimiittee  of  the  Collegiate  Alumnae  Association  for  the  purpose  of  inspect- 
i  l  boarding  homes  for  infants,  recognizing  the  need  for  some  supervision  of 
bdwives,  has  made  visits  when  possible  to  midwives  while  on  her  regular 
i  pection  of  homes  for  boarding  children.  The  results  of  the  few  inspections 
o  midwives  as  made  by  her  show  clearly  the  urgent  need  for  this  kind  of 
vrk.  Midwives  have  been  found  with  complete  surgical  equipment,  with 
digs  for  use  in  abnormal  conditions  of  labor  and  with  hypodermic  syringes. 
1e  possession  of  such  equipment  by  midwives  means  its  improper  use  by  mid- 
ges. A  few  quotations  from  the  memoranda  made  by  this  nurse  give  an 
lilex  to  the  very  improper  conditions  which  may  and  probably  do  prevail  in 
nlwifery  practice.     For  example,  the  nurse  reports  that  one  midwife  "Has 
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treatment  room  with  surgical  tables  and  irrigation  stand;  has  two  bivalv 
specula,  long  dressing  forceps,  two  extra-uterine  douch  points,  pelvimetei 
Has  pituitrin  in  bag,  pessaries,  etc."  Another  midwife  "Has  two  Sims  specula 
single  tenaculum,  large  silver  catheter,  knitting  needles  for  puncturing  mem 
branes. "  Still  another  midwife  "Has  hypodermic  syringe,  bivalve  speeulun 
long  dressing  forceps,  sharp  scissors,  long  silk  catheters,  needles  and  need] 
holder." 

No  midwife  should  be  permitted  to  have  instruments  for  operative  pui 
poses,  hypodermic  syringes  or  powerful  drugs.  The  presence  of  needles  an< 
needle  holders  in  a  midwife's  equipment  indicates  that  she  is  probably  pei 
forming  operations  of  perineorrhaphy,  that  is,  the  sewing  up  of  laceration 
following  labor.  More  thorough  investigation  than  this  nurse  has  been  able  t 
give  would  doubtless  demonstrate  that  midwives  are  performing  abortion:' 
Midwives  will  not  of  course  admit  this,  hut  when  a  midwife  has  all  the  equij 
ment  necessary  for  performing  an  abortion  it  can  be  assumed  that  she  wi' 
use  it  when  necessary. 

California,  of  course,  needs  an  adequate  law  which  will  demand  the  licen.' 
ing  of  midwives  just  as  physicians  are  licensed  on  the  basis  of  proven  qualii 
cations — but  San  Francisco  has  the  right  to  make  such  local  regulations  b 
may  be  necessary  to  protect  its  own  people.  It  is  urged  that  steps  be  taken  a 
soon  as  possible  to  draft  an  ordinance  winch  will  require  evidence  of  qualii 
cations  to  practice  midwifery  as  shown  by  an  examination  of  each  midwife 
that  will  definitely  fix  the  limits  to  which  midwives  may  go  in  their  practici 
determine  what  their  equipment  shall  be  and  require  a  regular  inspect  inn  < 
their  premises,  outfits  and  methods  of  work. 

The  most  effective  regulation  of  the  practice  of  midwifery  with  which  tl1 
writer  is  familiar  is  to  be  found  in  Rochester,  N.  Y.  In  this  city  by  special  ai 
of  legislature  in  1895  a  board  of  examiners  of  midwives  was  created.  Tl 
board  consists  of  two  practicing  physicians  appointed  by  the  mayor  and  tl 
health  officer  of  the  city.  The  board  is  authorized  under  the  statute  to  mal 
and  enforce  such  rules  and  regulations  regarding  the  practice  of  midwifery  ; 
may  be  necessary  and  is  empowered  to  examine  and  license  such  candidal 
as  they  may  consider  eligible. 

This  board  of  examiners  from  the  beginning  adopted  a  very  exce 
policy  which  remains  unchanged  to  this  time.  There  were  at  the  tin* 
creation  of  the  board  about  thirty  midwives  in  the  city  entirely  unsuperv 
and  uncontrolled.  In  order  that  these  midwives  might  be  given  a  fair 
equal  chance  to  demonstrate  their  qualifications,  the  board  first  gave  a  seri 
of  lectures  to  them.  Only  those  attending  the  lectures  were  eligible  for 
examination  which  was  given  at  the  close  of  the  lectures.  This  represen 
probably  the  first  attempt  on  the  part  of  municipal  health  authorities  in  th 
country  to  train  midwives.  Six  lectures  in  all  were  given  and  at  the  cornel 
tion  of  the  course  a  general  review  held.  Following  this  the  midwives  we- 
examined  and  twenty  were  licensed.  This  number  has  steadily  diminished  unt 
at   the   present   time   there   are   but  nine   midwives   practicing   in   this   city  < 
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50.0D0  and  all  of  them  are  thoroughly  competent.  The  board  adopted  the 
lolicy  in  1906  of  requiring  midwives  to  speak  English  and  thereafter  all  exam- 
nations  were  conducted  in  English.  The  object  of  this  is  to  prevent  midwivea 
/ho  may  violate  the  law  from  taking  refuge  behind  their  inability  to  speak 
r  understand   English. 

With  only  nine  trained  and  qualified  mdiwives  in  the  city  of  Rochester — 
11  under  health  department  supervision — the  problem  is  very  simple.  The 
kidwives  have  pride  in  their  work  and  in  the  fad  that  they  have  the  approval 
f  the  health  department.  Thej  are,  therefore,  quick  to  report  any  violations 
f  the  law  by  persons  not  licensed  and  to  sec  to  it  that  their  own  business  is 
potected  against   the  unlicensed  midwife. 

I  Some  such  provision  could  be  adopted  to  advantage  in  San  Francisco.  No 
udwife  should  he  permitted  to  practice  who  has  not  demonstrated  her  fitness. 
la  good  midwives  will  he  glad  to  co-operate,  while  the  midwives  who  are  carry- 
ig  on  their  practice  improperly  will  eventually  he  eliminated.  There  is  no 
esirc  on  the  part  of  the  investigator  to  see  the  midwife  abolished  as  she  is  a 
Iseful  person  when  put  under  proper  regulation — but  certainly  San  Fran- 
isco  should  have  the  same  guarantee  of  the  ability  of  midwives  that  it  requires 
ft  its  physicians. 

ollow-Up  of  Reported  Births  Recommended 

In  every  effective  campaign  for  the  prevention  of  infant  mortality  it  is 
"st  necessary  to  know  where  the  babies  are  and  second  what  the  conditions 

e  surrounding  the  life  of  each  baby.     Birth  reporting,  it  is  believed,  will  be 

•eatly  improved  by  the  adoption  of  the  suggestion  made  in  the  section  on 
'tal  statistics,  but  the  health  department  should  make  provision  immediately 

r  a  systematic  follow-up  of  all  births  reported.  A  nurse  should  visit  the 
ime  in  all  cases  of  birth  reported  by  midwives  and  in  all  other  cases  where 

physician  is  not  in  actual  attendance  upon  the  case,  and  should  make  her 
:rvices  available  to  the  mother  in  the  care  of  the  baby  during  the  early  period 
•  its  life.  A  sympathetic,  tactful,  experienced  nurse  can  be  of  the  greatest 
trvice  in  instructing  the  mother  in  the  care  of  the  baby — how  to  feed,  clothe, 

the  and  otherwise  aid  in  keeping  it  well.  She  can  teach  the  mother  how  to 
•re  for  herself  in  the  period  immediately  following  birth  and  later,  so  that 

e  mother  may  avoid  those  dangers  to  health  wrhich  are  so  common  at  this 
/riod.  For  the  first  year  of  the  baby's  life  the  nurse  should  be  a  frequent 
'sitor  in  the  home — not  as  an  investigator  but  as  a  nurse  and  helper.  This 
lad  of  service  is  real  health  service  and  the  benefits  to  be  derived  from  it 
<n  not  be  estimated  in  dollars  and  cents. 

The  nurse  can  also  be  used  very  effectively  in  prenatal  home  visiting.  If 
te  avenues  of  information  are  properly  opened  the  district  nurse  will  be  able  to 
fcure  information  as  to  expected  babies — and  it  should  be  her  business  to 
*sit  such  homes  and  find  out  what  provision  is  made  for  the  baby's  arrival. 
'te  should  advise  the  mother  how  to  care  for  herself  before  the  baby  is  born, 
•'Hire  free  medical  advice  and  treatment  when  necessary,  arrange  for  hospital 
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care  when  that  is  needed  and  see  that  the  conditions  attendant  upon  the  bir 
of  the  baby  shall  be  such  as  to  promote  the  health  of  mother  and  child. 

Nurses  are  not  now  available  for  this  service  but  the  adoption  of  the  di 
trict  nursing  plan  previously  recommended  will  provide  a  corps  of  nurses,  oi 
of  the  functions  of  whom  should  be  to  make  home  visits  before  and  after  birt 

Need  for  Infant  Clinics 

There  should  be  clinics  for  infants  under  the  supervision  of  the  heal 
department  and  in  the  summer  months  when  such  clinics  are  most  needed  thu 
could  be  readily  provided  for  in  the  vacant  school  buildings  in  those  distric 
where  infant  mortality  and  morbidity  are  highest.  The  physicians  of  Sil 
Francisco  would  no  doubt  be  willing  to  volunteer  their  services  for  shoj 
periods  each  summer,  and,  except  for  such  meagre  equipment  as  is  needed  f I 
the  clinic,  the  cost  would  be  inconsiderable.  This  is  the  plan  which  has  beJ 
followed  by  Dr.  George  W.  Coler  of  Rochester,  New  York,  and  it  has  met  wil 
a  very  noteworthy  success.  The  same  plan  should  be  adopted  in  San  Francis! 
during  the  coming  summer.  It  might  be  well  perhaps  to  start  with  but  oil 
infant  clinic  in  a  school  building  located  conveniently  for  the  purpose  and  I 
conduct  this  clinic  during  the  summer  months.  One  of  the  department's  nursl 
could  be  assigned  to  this  clinic  which  should  be  open  two  or  three  days  ea> 
week. 

Inspection  of  Homes  for  Children 

Although  ordinance  No.  1046,  approved  November  5,  1903,  provides  for  tJ 
regulation  of  the  establishment,  maintenance  and  inspection  of  homes  for  eh 
dren  throughout  the  city,  it  was  not  until  March  15  of  the  present  year  th 
definite  provision  was  made  by  the  department  of  health  for  the  inspection 
these  homes.  The  baby  hygiene  committee  of  the  Women's  Collegiate  Alunin 
Association  offered  the  health  department  the  services  of  a  competent  nurse 
carry  on  an  inspection  of  such  homes,  payment  for  the  services  of  this  nur 
being  made  by  the  private  organization. 

Inspection  of  these  premises  and  of  maternity  homes  and  lying-in  esta 
lishments  is  now  being  made  by  this  nurse.  At  the  present  time  the  nur 
states  that  only  about  one-third  of  the  homes  for  children  hold  permits  fro 
the  department.  A  large  number  of  such  homes  for  children  are  under  tlj 
general  supervision  of  the  Associated  Charities  of  the  city,  the  Hebrew  BoaJj 
of  Relief  and  the  Catholic  Humane  Bureau  and  since  these  organizations  hai 
the  sanction  of  the  state  board  of  charities  permits  have  not  been  required. 

It  is  believed  that  permits  should  be  required  by  the  department  of  heal 
for  all  institutions  of  this  character  no  matter  under  what  supervision.  T; 
nurse  is  now  endeavoring  to  make  a  general  survey  of  the  entire  field  of  the 
homes  and  to  establish  records  which  will  show  all  the  facts  regarding  the 
which  may  be  necessary  for  proper  control.  The  work  is  not  far  enouf, 
advanced  at  the  present  time  for  the  investigator  to  make  a  satisfactory  dete 
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ruination  of  its  accomplishment.  It  is  believed,  however,  that  it  should  ac- 
complish excellent  results  and  such  records  as  are  already  available  show 
jlearly  thai  the  nurse  charged  with  the  inspection  of  these  homes  has  a  very 
proper  conception  of  her  work.  The  possibility  of  the  extension  of  her  use- 
fulness has  been  recognized  by  her,  and  as  a  result  she  has  made  certain  inspec- 
tions of  midwives,  has  assisted  in  providing  medical  service  for  children  and 
performed  many  other  valuable  services  not  directly  within  her  field.  She 
las  supplied  an  automobile  at  her  own  expense  in  order  that  she  may  cover 
Dore  territory  and  extend  her  usefulness. 

The  service  rendered  by  this  nurse  illustrates  clearly  what  may  be  ac- 
omplished  by  the  co-operation  of  outside  agencies.  The  plan  even  when  sug- 
[ested  in  this  report  for  the  co-operative  district  nursing  service  is  but  an 
■xtension  of  the  policy  already  adopted  in  this  one  case. 

Tenement  House  Inspection 
Staff  and  Duties 

This  division  of  service  which  is  under  the  immediate  supervision  of  the 
lealth  officer  is  charged  with  the  examination  and  approval  of  plans  for 
enement  and  lodging  house  construction  and  with  the  inspection  of  premises 
>rior  to  occupancy  in  order  that  the  sanitation  of  such  premises  may  be 
ssured.  The  health  department  is  given,  under  the  law,  supervision  of  sani- 
ation  of  such  buildings  and  before  the  buildings  can  be  occupied  must  grant  a 
•ertificate  of  occupancy. 

Three  inspectors  are  detailed  to  this  branch  of  service  at  $1,500  a  year 
-ach.  Two  of  these  inspectors  are  civil  service  appointees  having  qualified 
t  a  recent  examination.  The  third  inspector  failed  to  pass  the  examination 
ut  is  still  continued  on  the  payroll  as  a  temporary  appointee. 

lealth  Inspection  Should  Be  Continued 

In  view  of  the  fact  that  following  the  great  fire  so  many  tenement  and 
odging  houses  were  built  without  due  regard  for  sanitation,  it  is  believed 
hat  no  matter  what  tenement  and  lodging  house  laws  or  ordinances  may  be 
•ut  into  effect,  the  supervision  of  the  sanitary  arrangement  and  construc- 
ion  of  such  buildings  should  continue  with  the  health  department.  .  The 
•resent  staff  is  well  qualified  to  carry  on  this  work,  and,  in  so  far  as  the 
aspeetion  of  new  buildings  is  concerned,  is  performing  the  work  efficiently. 

In  the  reorganization  plan  proposed  earlier  in  this  report,  it  is  recom- 
lended  that  all  functions  of  tenement  house  inspection  be  within  the  bureau 
f  sanitation  and  communicable  diseases;  so  that  this  service  can  be  co- 
rdinated  with  other  inspection  service  along  related  lines.  While  it  is  not 
elieved  that  the  force  now  employed  is  sufficient  to  carry  on  the  inspection 
f  tenement  and  lodging  houses  which  is  needed,  that  is,  a  continuing 
ispection  and  follow-up  of  old  as  well  as  new  premises,  it  is  believed  that 
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no  increase  of  force  should  be  made  until  a  general  reorganization  plan  hai 
been  worked  out  for  the  entire  department. 

City  Physician 
Duties  of  City  Physician 

The  city  physician  is  an  appointee  of  the  board  and  is  not  under  civi 
service.  He  devotes  part  of  his  time  only  to  his  duties  in  the  department 
and  the  remainder  to  his  private  practice  and  receives  a  salary  of  $2,400  e 
3rear.  His  duties  are:  to  examine  and  treat  all  sick  prisoners  at  the  cit) 
prison  and  the  county  jail,  to  examine  all  sick  persons  applying  for  ad 
mission  to  the  San  Francisco  Hospital,  to  treat  in  his  office  such  indigenl 
sick  as  may  be  referred  for  treatment,  to  examine  all  persons  injured  npor 
the  municipal  railways  and  to  treat  such  injured  persons  unless  they  refuse 
treatment  or  are  admitted  to  the  San  Francisco  Hospital.  The  reports  oi 
the  city  physician  are  made  directly  to  the  health  officer. 

Full-Time  Service  Recommended 

As  in  the  case  of  other  physicians  in  health  department  service,  the  cit\ 
physician  should  be  made  a  full-time  employee.  There  is  sufficient  work  oi 
this  character  for  a  full-time  employee  if  the  work  is  properly  done,  and  it 
is  not  a  criticism  of  the  city  physician  to  say  that  the  work  which  he  is  now* 
doing  is  superficial.  The  indigent  patient,  even  the  prisoner  in  the  ■ 
prison  or  the  county  jail,  is  entitled  to  as  careful,  painstaking  medical  cart 
as  is  the  private  patient,  and  it  is  not  believed  that  the  present  part-time 
hurried  city  physician  can  give  it. 

City  Physician  Should  Be  Civil  Service  Appointee 

The  position  of  city  physician  is  one  which  should  be  filled  through  open, 
competitive  civil  service  examination.  There  are  doubtless  in  the  city  of  Sai 
Francisco  many  young  physicians  who  would  be  glad  to  hold  this  posit ioi 
and  devote  their  entire  time  to  the  work,  not  only  for  the  salary  offered 
but  for  the  exceptionally  valuable  experience  which  might  be  gained.  In 
that  section  of  the  report  which  deals  with  the  interne  service  at  the  San 
Francisco  Hospital,  it  is  suggested  that  a  way  should  be  provided  by  which 
internes,  graduating  from  San  Francisco  Hospital  service,  may  have  an 
opportunity  of  continuing  in  the  public  health  service  of  the  city.  It  is 
certain  that  the  interne  who  had  passed  through  his  term  of  service  at  the 
San  Francisco  Hospital  would  be  quite  competent  to  fill  the  position  of  city 
physician  satisfactorily  and.  in  competitive  examination,  preference  migiit  be 
given  to  him  for  such  service. 

Improved  Service  Under  Reorganization  Plan 

In  the  reorganization  plan  proposed  for  the  health  department,  it  is 
recommended  that  the  city  physician  be   attached   to  the  bureau   of  medical 
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mil  nursing  service.  The  importance  of  bringing  the  service  of  the  city 
bhysician  into  close  co-operation  with  the  district  nursing  plan  proposed 
nakes  such  a  step  desirable.  It  will  further  place  the  city  physician  under 
pore  direct  supervision  than  it  is  possible  for  the  health  officer  to  give. 

Inspection  of  Indigents 
Itaff  and  Duties 

The  Function  of  this  branch  of  service  is  to  conduct  the  social  and 
Iconomic  investigation  necessary  to  protect  the  city  from  unworthy  ap- 
plications for  care  and  treatment  in  the  city  institutions.  An  inspector  of 
pdigents,  who  is  a  trained  nurse  of  experience  and  ability,  is  employed  at 
.1.200  a  year  in  the  investigation  of  all  cases  referred  by  the  city  physician, 
jmergenev  hospitals  or  by  private  physicians  for  admission  to  the  San 
Irancisco  Hospital  or  Relief  Home.  One  assistant  inspector  of  indigents  is 
so  employed  at  a  salary  of  $900  a  year. 

Observation  of  the  procedure  of  the  inspector  and  her  assistant  and 
samination  of  the  records  of  service  show  that  this  work  is  being  very 
Bciently  done — and  is  no  doubt  saving  many  times  its  own  cost  to  the  city. 

o-operation  of  Nursing  Service  With  Inspection 
of  Indigents 

In  the  reorganization  plan  proposed  it  is  recommended  that  the  inspection 
t  indigents  be  made  a  part  of  the  proposed  bureau  of  medical  and  nursing 
rervice.  If  the  district  nursing  plan  is  adopted,  it  is  believed  that  the  close 
)-operation  between  the  district  nurses  and  the  inspector  of  indigents  will 
■  of  great  benefit  to  both  lines  of  service.  The  district  nurses  as  they  be- 
>me  familiar  with  their  district  will  be  in  a  position  to  supply  valuable 
formation  regarding  the  indigent  in  their  particular  districts  and  will  serve 
I  an  additional  check  upon  the  admission  of  indigent  to  the  city  institutions. 

Further,  it  will  be  possible  by  the  adoption  of  the  district  nursing  plan 

treat  in  their  homes  many  of  the  indigent  sick  who  otherwise  might  have 

be  given  hospital  care. 


Burial  of  the  Indigent  Dead 


Burial  of  the  indigent  dead  is  under  the  direct  supervision  of  the  board 

<  health  and  for  this  purpose  $8,000  is  included  in  the  annual  health   de- 

rtment   budget  for  the  fiscal  year  1916-17.     The   amount   allowed  in  the 

Idget  of  the  fiscal  year  1915-16  was  $4,000,  so  that  the  sum  now  available 

r  this  purpose  represents   an  increase   of  100  per  cent   over  that   of  the 

Jevious  year. 

The  burial  of  the  indigent  dead  is  performed  by  a  private  undertaker, 

io   transports    the    bodies    to    San    Mateo    County   for   burial,    since    local 
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ordinances  forbid  burial  within  the  city  and  county  of  San  Francisc 
Specifications  governing  the  burial  of  indigent  dead  are  set  up  by  the  boai 
of  health  as  follows : 

Specifications  for  the  Burial  of  the  Indigent  Dead  of  San  Francisco — 


1.  Each  body  shall  be  placed  in  a  coffin  made  of  clear  redwooq 
lumber  %  inches  thick  and  painted  or  stained  a  dark  color  on  th<| 
outside. 

2.  All  bodies  must  be  wrapped  in  a  muslin  shroud  furnished  bjl 
the  city. 

3.  The  undertaker  doing  the  work  must  take  the  coffin  to  thtl 
place  where  the  body  is  so  that  the  superintendent  may  see  it  befor<l 
the  body  is  put  in  it. 

4.  The  undertaker  will  then  bury  within  forty-eight  hours  or  if  tl 
contagious    case,    will    bury    within    twenty-tour    hours    in    zinc    line* 
coffin. 

5.  The  undertaker  must  keep  record  of  each  body,  where  he  got  itj 
the  cause  of  death  and  the  name  of  the  doctor. 

6.  The  undertaker  must  furnish  the  board  of  health  with  a  fi 
record  of  each  case  at  least  twice  a  month  with  the  number  of  the  tier 
the  number  of  the  grave  and  the  name  of  the  cemetery. 

7.  The  undertaker  must  stamp  a  number  on  each  coffin  and  tl 
name  of  the  deceased  shall  be  placed  in  the  coffin,  plainly  written  wit] 
ink  on  a  white  card  and  sealed  in  an  appropriate  bottle. 

8.  The  head  board  to  have  the  initials  of  the  deceased  and  cor| 
responding  number  of  the  coffin  to  be  painted  or  stenciled  in  blacl 
ink  not  less  than  2  inches  in  height. 

9.  The  grave  to  be  dug  the  proper  depth  according  to  law  of  tt 
state,  six  feet. 

10.  Children  under  ten  years  of  age,  the  grave  must  be  five  fee 
deep. 

11.  The  head  board  to  be  8  inches  wide,  3  ft.  long,  1%  inch< 
thick  and  made  of  clear  redwood  lumber  one  end  to  be  round  and  t< 
have  two  coats  of  white  paint. 

12.  The  undertaker  doing  this  work  must  be  a  registered  und« 
taker  of  the  state  and  in  business  in  San  Francisco  at  least  three  ye| 
and  have  the  proper  equipment  and  place  for  conducting  the  work. 

13.  The  undertaker  doing  the  work  to  furnish  a  bond  of  $2( 
as  required,  that  he  will  conduct  the  work  in  a  respectable  mannc 

The  undertaker  is  paid  for  his  services   at   the  rate   of  $3.50   for  eac 
body,  plus  $1  toll  costs  into  San  Mateo  County.     No  visit  was  made  by 
investigator  to  the   cemetery  in   San   Mateo   County,  but   the   health   office 
states  that  this  service  as  now  rendered   is   very  satisfactory  and  that  the 
specifications   for   burial    as   set   up   by   the   board    of  health    are   properl 
observed. 

Cremation  Less  Costly  and  More  Sanitary 

Although  a  local  ordinance  prohibits  the  cremation  of  dead  bodies  wit  hi 
the  city  and  county  of  San  Francisco,  it  is  urged  that  consideration  be  given 
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to  the  matter  of  cremation  of  pauper  dead  as  the  most   economical   as  well  as 
most  sanitary  method  of  disposing  of  these  bodies. 

A  recent  investigation  by  the  writer  of  tins  report  in  a  number  of 
American  cities  where  cremation  is  practiced,  lias  proved  the  advantages  of 
cremation  over  burial.  In  the  city  of  Seattle,  for  example,  a  crematorium 
has  been  built  on  the  grounds  of  the  King  County  Hospital.  This  crema- 
torium cost  to  build  $14,543.41,  and  has  been  in  operation  since  1912. 
During  this  period,  about  300  bodies  have  been  cremated  each  year  at  the 
expense  of  the  city.  The  average  cost  of  each  public  cremation  varies,  of 
course,  slightly  from  year  to  year  owing  to  the  variation  in  the  cost  of  fuel 
and  with  the  number  of  cremations,  but  thus  far  has  been  less  than  $5.00. 
The  cost  to  the  city  has  been  still  further  reduced,  however,  because  the  city 
furnishes  cremation  for  private  individuals  who  desire  it  at  the  rate  of 
$10.00  for  each  adult  and  $5.00  for  each  child.  The  receipts  from  this  service 
have  been  considerable  and  the  net  cost  to  the  city  for  each  cremation  has 
been   reduced  to  approximately  $1.60. 

The  City  of  New  York,  after  an  exhaustive  study  of  methods  of  disposal 
of  the  pauper  dead  in  several  cities  throughout  the  United  States,  has 
definitely  determined  upon  cremation  as  the  most  economical  and  satisfactory 
method  of  disposal  and  contemplate  the  erection  of  a  municipal  crematorium 
shortly. 

The  city  of  San  Francisco  should  erect  a  municipal  crematorium  either 
on  the  grounds  of  the  San  Francisco  Hospital  or  Relief  Home.  The  annual 
appropriation  for  one  year's  burial,  $8,000,  would  be  sufficient  to  construct 
the  crematorium.  One  employee  at  a  salary  of  $900  to  $1,200  would  be 
needed  to  operate  the  crematorium,  and  the  fuel  cost,  if  oil  (distillate)  is 
used  as  fuel,  should  not  exceed  $1.00  for  each  cremation.  As  previously 
stated,  an  amendment  of  the  existing  ordinances  is  necessary  to  bring  about 
economy  along  this  line. 

No  fear  need  be  had  that  the  operation  of  such  a  crematorium  will  hi 
offensive  In  Portland,  Oregon,  a  private  crematorium  is  operated  in  one 
of  the  best  residential  districts  of  the  city  and  no  nuisance  has  ever  resulted. 
The  proper  construction  of  retorts  and  efficient  operation  of  fires  eliminate 
all  smoke  and  odors. 

Bureau  of  Laboratories 


Laboratory  Facilities  Excellent 

The  reorganization  of  the  health  department  laboratory  service  in  1912 
resulted  immediately  in  greatly  improved  service.  Prior  to  this  reorganiza- 
tion, the  chief  chemist  and  chief  bacteriologist,  who  were  practicing  physi- 
3ians,  were  devoting  only  a  part  of  their  time  to  department  work.  With  the 
reorganization  of  service,  a  full-time  director  of  laboratories  was  appointed 
to  have  complete  supervision  of  all  chemical  and  bacteriological  work. 

Comparison  of  the  service  rendered  by  the  laboratory  in  the  year  1910- 
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191.1  under  the  old  regime  with  present  service  shows  very  clearly  what  can 
be  accomplished  under  a  thorough  reorganization  plan  which  eliminates 
part-time  service  and  fixes  responsibility  upon  a  full-time  qualified  director 
or  bureau  head.  Between  the  year  1910-11  and  the  year  1914-15,  with  an 
increase  of  force  of  6^  per  cent  and  an  increase  in  salary  cost  of  15  per 
cent,  there  was  an  increase  in  the  output  of  laboratory  of  378  per  cent. 

Expansion  of  the  scope  of  laboratory  work  during  this  period  since  the 
reorganization  has  resulted  not  only  in  improvement  of  laboratory  methods 
and  technique,  but  in  the  addition  of  the  following  lines  of  service :  exami- 
nation of  rabies,  previously  performed  by  the  state  laboratory,  administra- 
tion of  Pasteur  treatment,  preparation  and  distribution  of  typhoid  vaccine, 
Wasserman  tests  for  syphilis,  standardization  of  disinfectants,  quantitative 
estimation  of  the  contamination  of  water  supplies,  sediment  examination  of 
milk,  examination  of  stools  of  typhoid  convalescents  for  the  detection  of 
typhoid  carriers,  complement  fixation  test  for  gonorrhea,  preparation  of 
autogenous  vaccines,  etc.,  for  the  city  hospitals. 

At  present  all  laboratory  employees  are  on  full  time.  The  force  com- 
prises a  director  at  $3,600,  a  bacteriologist  at  $1,800,  an  assistant  bacteriolo- 
gist at  $1,500,  two  chemists  at  $1,500  each,  a  laboratory  assistant  at  $1,500, 
a  stenographer  at  $900,  a  laboratory  helper  at  $900  and  another  laboratory- 
helper  at  $720. 

The  laboratory  is  well  equipped  and  well  administered.  Records  of 
service  are  complete  and  properly  kept.  In  general,  it  may  be  said  that  the 
health  department  laboratory  is  perhaps  the  most  effectively  working  unit 
of  the  health  department  organization  and  justifies  in  every  way  the  money 
which  is  being  spent  on  it. 

Further  Extensions  of  Laboratory  Service 

It  has  already  been  suggested  in  the  section  of  this  report  dealing  with 
dairy  inspection  that  emphasis  should  be  laid  upon  the  laboratory  tests  of 
the  sanitary  condition  of  milk  rather  than  upon  routine  dairy  inspection. 
The  laboratory  is  well  equipped  to  make  the  increased  number  of  milk 
examinations  necessary  under  this  new  plan — and  there  is  no  question  as  to 
its  efficiency.  In  short,  the  dependence  upon  the  laboratory  for  evidence  as 
to  the  sanitary  qualities  of  milk  and  the  substitution  of  a  more  or  less  un- 
scientific and  unstandardized  appraisal  of  dairy  barns  for  a  scientific  and 
standardized  test  by  the  laboratory  cannot  fail  to  mean  an  improved  milk 
supply. 

The  removal  of  the  laboratory  of  the  health  department  headquarters  to 
the  new  pathological  building  at  the  San  Francisco  Hospital  will  permit  the 
further  extension  of  the  laboratory  service.  The  director  of  the  laboratory 
states  that,  although  he  receives  occasional  samples  of  soaps,  disinfectant, 
etc.,  for  analysis  prior  to  the  letting  of  contracts,  no  specimens  of  supplies 
are  submitted  for  analysis  after  the  letting  of  contracts.  In  order  that  it 
may  be  made  certain  that  goods  supplied  under   contract   meet   the   specifica- 
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ions  of  contract,  it  is  accessary  that  samples  from  each  consignment  de- 
ivered  upon  the  contracts  shall  be  examined.  It  would  be  well,  perhaps, 
irst  to  establish  such  procedure  in  the  case  of  all  institutional  supplies,  and, 
f  it  can  be  successfully  done  with  the  laboratory  facilities  available,  the 
trvice  might  ultimately  be  offered  to  other  city  departments.  Increased 
orce  will  be  necessary  if  this  additional  work  is  taken  over.  The  director  of 
aboratories  states  that  in  his  opinion  an  additional  chemist  would  be  needed. 


Vital  Statistics 


'hotographic  Copies  of  Records  Made 

The  chief  clerk  of  the  department  of  health  is  charged  with  the  keeping  of 
ecords  of  births  and  deaths.  Formerly  it  was  the  practice  of  the  clerk  to 
ave  typewritten  copies  of  all  birth  and  death  records  made  and  these  copies 
ere  kept  as  the  department's  records,  the  originals  being  forwarded  to  the 
tate  registrar  of  vital  statistics  as  required  by  law.  At  the  present  time  the 
ork  of  preparing  such  copies  has  been  very  considerably  reduced  by  having 
ic  originals  photographed.  The  photographic  copies  are  retained  by  the 
epartment  and  bound.  Not  only  has  the  adoption  of  this  procedure  resulted 
1  a  very  considerable  saving  in  the  time  of  clerks,  but  it  has  the  added  ad- 
antage  of  giving  the  department  an  exact  reproduction  of  the  original  record 
f  birth  or  death.  The  photographic  work  in  this  connection  is  done  through 
he  co-operation  of  the  board  of  public  works. 

Ifforts  Made  to  Secure  Accurate  Records 

The  department  of  health  is  making  a  very  earnest  effort  to  secure  com- 
lete  and  accurate  reporting  of  births  and  deaths.  The  importance  of  these 
jcords  is  so  great  that  the  department  has  quite  properly  insisted  that  they 
e  completely  made  out.  Certificates  of  birth  or  death  which  are  incompletely 
r  inaccurately  made  out  are,  therefore,  not  accepted  by  the  department  but 
re  immediately  returned  for  correction  to  the  physician  or  other  person  issu- 
lg  the  certificate. 

A  thousand  birth  certificates  and  a  thousand  death  certificates  were  exam- 
led  and  in  no  instance  was  a  defective  certificate  found.  This  is  a  very  excel- 
nt  indication  of  efficiency  in  the  keeping  of  vital  statistics.  It  is  a  very 
)mmon  thing  to  find  that  death  certificates  are  improperly  made  out  as  regards 
ie  cause  of  death — thus  making  it  almost  impossible  for  the  clerk  to  classify 
ie  death  properly  and  minimizing  the  value  of  the  record  for  purposes  of 
ealth  control.  The  records  of  the  San  Francisco  department  are,  however, 
ot  subject  to  this  criticism.  Physicians  and  others  are  required  to  certify  as 
>  the  causes  of  death  as  provided  in  the  International  List  of  the  Causes  of 
eath,  which  is  the  universally  accepted  standard. 
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Methods  for  Improving  Birth  Reporting  Suggested 

The  chief  clerk  states  that  it  is  his  belief  that  only  about  75  per  cent  of 
births  are  reported.  If  this  statement  can  be  accepted  as  accurate,  it  is  certain1 
that  the  department  should  adopt  immediate  measures  for  improving  registra- 
tion. The  complete  registration  of  births  is  one  of  the  most  important  func-j 
tions  of  the  department,  since  it  furnishes  the  data  upon  which  a  campaign! 
for  the  reduction  of  infant  mortality  may  be  based.  It  is  further  of  great; 
importance  to  the  citizen  since  his  rights  as  a  citizen  must  in  many  instances] 
be  based  upon  his  birth  certificate. 

A  number  of  means  for  improving  registration  have  been  found  effective 
in  other  cities.  The  continued  checking  back  of  certificates  of  deaths  of  chil- 
dren under  one  or  two  years  against  the  birth  register  often  shows  that  there; 
is  no  birth  certificate  on  file  for  the  child  whose  death  has  been  recorded.  The1 
chief  clerk  states  that  it  is  routine  practice  to  check  back  the  deaths  of  children1 
under  one  year  to  see  if  these  children  were  formerly  registered  as  to  birth. 

A  procedure  which  has  been  found  effective  in  other  cities  is  that  of  issu- 
ing to  the  parents  of  each  child  whose  birth  is  reported  a  certificate  or  acknowl-1 
edgment  from  the  health  department,  stating  that  the  birth  certificate  has 
been  received  and  filed.  This  does  not  take  the  place  of  the  certified  copy  of 
the  birth  certificate  for  which  a  fee  is  charged,  but  simply  informs  the  parents 
that  the  birth  of  their  child  has  been  properly  recorded.  When  a  little  pub- 
licity has  been  given  to  this  procedure,  the  parent  who  fails  to  receive  the, 
notification  from  the  health  department  will  start  an  inquiry  to  find  out  why 
the  acknowledgment  has  not  been  received.  This  procedure  could  be  adopted 
by  the  San  Francisco  health  department  at  small  cost  and  it  is  certain  that 
it  would  eventually  mean  a  very  considerable  improvement  in  birth  registration. 

Still  another  method  which  may  be  suggested  is  that  of  regularly  examining 
the  baptismal  records  of  the  churches.  The  Roman  Catholic  church  keeps  very 
excellent  baptismal  records  and  these  should  be  made  use  of  by  the  health 
department. 

Publicity  regarding  the  importance  of  birth  registration  can  be  used  very 
effectively.  The  publication  of  notices  of  births  in  the  daily  papers  is  now  a 
part  of  the  department's  program.  Another  effective  method  and  one  which  has 
been  adopted  with  very  excellent  results  by  Dr.  G.  W.  Goler  of  Rochester, 
N.  Y.,  is  to  place  advertisements  in  the  street  cars  urging  citizens  to  make 
inquiry  at  the  health  department  to  see  if  their  births  have  been  reported. 
The  card  reads  as  follows : 

Is  Your  Birth  Registered? 

If  Your  Birth  Is  Not  Registered  at  the  Health  Bureau  You  May  Not  Be 
Allowed  to 
Go  to  School, 
Leave  School, 
Go  to  Work, 
Vote, 
Marry, 
Hold  Public  Office, 
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Leave  a  Foreign  Country, 
Re-enter  Your  Own  Country, 
Inherit  Money  or  Other  Property, 
Receive  Compensation  Insurance. 

Is  Your  Birth  Registered?    Ask  the  Health  Bureau.    Did  the  Doctor  Promptly 

Report  Yo-ur  Birth? 

As  a  result  of  the  active  campaign  for  better  birth  registration  waged  by 
Dr.  Goler,  he  states  that  he  believes  it  possible  to  secure  100  per  cent  efficiency 
in  birth  registration.  At  the  present  time  about  93  per  cent  of  births  are 
reported  in  Rochester. 

Still  another  met  hod  which  may  be  adopted  without  additional  expense  is 
requiring  school  nurses  to  make  inquiry  in  the  homes  which  they  visit  as  to 
recent  births  which  may  have  occurred. 

The  chief  clerk  has  suggested  a  method  of  increasing  birth  registration 
which  is  well  worth  adoption  by  the  board  and  that  is  the  sending  out  of 
notices  regarding  birth  registration  with  the  election  notices  which  are  sent  out 
by  the  registrar  of  voters.     This  very  excellent  suggestion  should  be  followed. 

As  indicating  the  importance  of  this  matter  and  also  the  difficulties  which 
exist  in  securing  complete  registration,  it  might  be  illuminating  to  point  out 
some  of  the  things  that  actually  occurred  in  Rochester,  N.  Y.,  and  came  to  the 
attention  of  the  health  officer  there.  Because  of  the  failure  of  a  physician  to 
report  a  birth,  a  woman  with  her  two  children  was  obliged  to  remain  in  a 
foreign  country ;  a  widow  entitled  to  compensation  as  the  mother  of  children 
was  unable  to  secure  such  compensation  as  there  was  no  evidence  that  her 
children  were  legally  born;  an  American  citizen,  who  happened  to  be  abroad, 
was  compelled  to  serve  in  one  of  the  European  armies  because  he  could  not 
prove  by  a  birth  record  that  he  was  American  born.  As  a  result,  his  wife  was 
left  a  widow  with  two  children — all  because  of  the  failure  of  the  physician 
to  report  a  birth. 

Fees  for  Certified  Copies  of  Birth  and  Death  Records 

A  fee  of  75  cents  is  charged  for  all  certified  copies  of  birth  and  death 
records.  The  city  and  county  auditor  furnishes  the  chief  clerk  with  an  official 
fee  book  which  makes  a  triplicate  receipt  record  of  the  transaction.  One  copy 
of  the  receipt  is  given  to  the  individual,  one  copy  is  retained  by  the  chief 
clerk  and  the  third  copy  goes  with  the  money  each  week  to  the  city  and  county 
auditor.  This  is  the  only  fee  collected  by  the  health  department  for  service 
rendered  to  citizens. 

Public  Health  Education 


Lack  of  Funds  for  Educational  Work 

Although  it  has  been  proved  over  and  over  again  in  health  departments  all 
over  the  country  that  the  most  permanent  and  far-reaching  gains  in  health 
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control  are  brought  about  through  the  education  of  the  public  in  health  mat- 
ters, the  San  Francisco  health  department  has  been  unable  to  carry  on  any 
educational  work  worthy  of  the  name.  Even  the  monthly  bulletin  of  the 
department,  which,  except  for  the  daily  press,  was  the  sole  means  of  keeping 
in  touch  with  the  public,  was  discontinued  more  than  a  year  ago.  The  health 
officer  has  with  considerable  difficulty  been  able  to  secure,  during  the  past  year, 
a  little  money  with  which  to  prepare  charts  and  placards  on  health  subjects 
and  these  he  has  made  available  to  private  organizations  for  exhibit  purposes 
— but  the  parsimonious  policy  of  the  appropriating  power  has  made  it  impos- 
sible for  the  health  officer  to  extend  this  work  as  it  should  be  extended  or  to 
carry  on  educational  work  in  other  important  ways. 

Public  Health  Education  in  New  York  City 

So  important  has  this  branch  of  public  health  service  come  to  be  that  in  the 
City  of  New  York  a  bureau  of  public  health  education  has  been  established 
with  a  director  at  $5,000  a  year  and  a  staff  of  assistants.  The  activities  of  this 
bureau  include  the  issuing  of  the  following  publications: 

1 — Weekly  bulletin  with  a  circulation  of  more  than  15,000  copies; 

2 — Monthly  bulletin  with  the  same  circulation  as  the  weekly  bulletin; 

3 — School  health  news  for  teachers  and  others  in   school   health   work  and 

having  a  circulation  of  22,000; 
4 — Neighborhood  chronicles  which  are  issued  monthly  to  seventeen  differ- 
ent  communities   of    Greater   New   York   and   have    a    circulation   of 

95,000 ; 
5 — Staff  news — a  bulletin  of  information  for  health  department  employees, 

issued  weekly  to  more  than  2,000  employees; 
6 — The  Otisville  Ray — a  monthly  bulletin  for  the  inmates  of  the  Otisville 

sanitarium  for  tuberculosis; 
7 — The  reprint  and  monograph  scries,  which  comprises  reprints  of  special 

articles  by   health   department   employees   which   have  been  published 

in  medical  and  public  health  journals; 
8 — The  annual  report  of  the  department; 
9 — Miscellaneous  circulars  and  leaflets  on  vaccination,  tuberculosis,   infant 

mortality,  flies,  alcohol ; 

In  addition  to  the  above  publications,  this  bureau  of  public  health  educa- 
tion is  charged  with  the  preparation  of  news  stories  for  the  daily  press.  These 
stories  are,  however,  under  censorship  by  the  health  commissioner. 

A  special  lecture  service  is  conducted  by  this  bureau  and  lecturers  are 
made  available  to  other  city  departments,  to  the  public  schools  and  to  private 
organizations  throughout  the  city,  and,  in  1915,  140  lectures  were  arranged 
for  and  delivered  under  the  auspices  of  this  bureau. 

Public  health  exhibits  are  also  prepared  and  furnished  by  the  bureau.  A 
large  permanent  health  exhibit  is  maintained  at  health  department  headquar- 
ters and  smaller  traveling  exhibits  are  alwavs  readv  when  wanted. 
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Through  co-operation  with  film  manufacturers  and  moving-picture  houses, 
moving  pictures  of  health  subjects  are  shown  free  of  charge  with  excellent 
results. 

Division  of  Publicity  and  Education  Suggested 

In  the  proposed  plan  of  organization  of  the  health  department,  provision 
is  made  for  a  division  of  public  health  education  attached  to  the  office  of  the 
health  commissioner.  It  is  not  suggested  that  the  health  department  provide 
Immediately  a  special  staff  for  carrying  on  educational  publicity  work.  At  the 
Outset,  this  division  would  be  merely  a  nominal  unit  of  the  health  department. 
Eventually,  however,  it  should  become  the  office  for  handling  all  educational 
publicity  work.  To  carry  on  the  activities  needed  an  appropriation  of  at 
easl  fo.OOO  will  be  necessary,  but  so  much  can  be  done  with  the  force  already 
available,  that  a  beginning  should  be  made  without  waiting  for  such  appropria- 
tion. The  chief  clerk  of  the  department  should  be  placed  in  immediate  super- 
vision of  the  work,  subject,  of  course,  to  the  censorship  of  the  health  officer. 

Preparation  of  Exhibit  Material 

As  already  stated,  the  health  officer  has  acquired  a  number  of  charts  and 
placards  which  are  being  used  for  exhibit  purposes.  It  is  possible  to  extend 
thi-  service,  however,  at  very  small  cost.  The  heads  of  the  various  units  of 
departmental  service  should  be  asked  to  prepare  material  for  exhibits  illus- 
trating the  particular  phases  of  work  on  which  they  are  engaged.  For  example, 
charts  should  be  prepared  showing  the  prevalence  of  communicable  diseases 
and  the  methods  of  the  department  in  preventing  disease.  Excellent  exhibit 
material  can  be  found  by  food  inspectors,  including  photographs  of  insanitary 
food  establishments,  samples  of  contaminated  and  adulterated  foods,  etc.  The 
medical  inspectors  of  schools  should  be  able  to  furnish  a  wealth  of  material 
with  photographs  of  conditions  found  among  school  children  and  the  results 
of  treatment.  Tenement  and  lodging-house  inspectors  can  demonstrate  the 
needs  and  results  of  their  work  by  pictures  of  insanitary  premises  and  of  the 
same  premises  after  health  department  action.  In  short,  every  branch  of  health 
department  service  should  be  set  immediately  to  work  collecting  material.  If 
this  is  done,  it  is  safe  to  say  that  at  the  end  of  the  year  the  health  department 
will  have  available  all  the  exhibit  material  it  needs  for  a  permanent  exhibit 
at  the  department  and  for  smaller  traveling  exhibits  which  may  be  sent  out 
when  requested. 

The  Monthly  Bulletin 

The  publication  of  the  monthly  bulletin  is  to  be  resumed  in  the  current 
year,  but  it  is  hoped  that  there  will  be  a  change  not  only  in  the  form,  but  in 
the  subject  matter  of  this  bulletin.  The  former  monthly  was  a  twenty-page 
bulletin  which  contained  little  of  popular  interest.  The  effectiveness  of  bulletin 
service  is  largely  a  matter  of  presentation.     To  print  a  tabular  statement  of 


452  Han  Francisco 


deaths  from  all  causes  during  the  month,  classified  by  age,  sex,  color,  social 
relation,  etc.,  is  of  little  value  in  a  monthly  bulletin  except  to  the  statistician. 
The  same  is  true  of  tables  showing  the  number  of  inspections  made,  the  num- 
ber of  condemnations  of  food  or  the  number  of  children  examined  in  the  public 
schools.  A  monthly  bulletin  should  contain  first  of  all  such  matter  as  will  he 
read  by  the  citizen — the  man  on  the  street;  it  must  be  interesting,  timely  and 
instructive,  ^nd  it  must  be  as  brief  as  possible.  It  should  contain  information 
as  to  new  ordinances  relative  to  health,  changes  in  organization,  new  procedure, 
etc.  It  should  contain  timely  articles  on  typhoid  fever,  diphtheria  and  other 
communicable  diseases,  fly  and  mosquito  nuisance,  clean  milk,  infant  mortality, 
school  health  inspection,  and  other  topics  of  which  the  citizen  now  knows  very 
little  but  should  know  much.  The  statistical  data  should  be  reduced  to  a 
minimum  and  relegated  to  the  back  of  the  bulletin. 


The  bulletin  should  be  made  convenient  in  size,  6x9  inches  being  the  most 
economical  size.  It  should  contain  for  San  Franciscc  not  more  than  eight 
pages.  Since  the  purpose  of  such  a  bulletin  is  primarily  to  keep  the  general 
public  interested  in  health  service,  the  bulletin  circulation  should  not  be  con- 
fined to  exchanges  with  other  cities.  Its  greatest  value  is  to  San  Franciscans 
and  it  should  be  given  as  wide  a  circulation  as  possible  among  physicians, 
teachers,  social  workers,  nurses  and  others  to  whom  it  will  be  helpful  and 
from  whom  co-operation  is  most  needed. 

The  Annual  Report 

No  annual  report  is  available  for  the  past  two  years.  If  the  annual  report 
is  to  be  nothing  but  a  tabulation  of  statistical  data,  no  great  loss  has  been  sus- 
tained by  the  public  because  the  report  has  not  been  printed.  But  the  annual 
report  should  be  something  more  than  mere  statistics.  It  should  show  not  only 
what  is  being  accomplished,  but  what  more  should  be  aeeomplished.  It  should 
contain  a  clear  statement  by  the  health  officer  of  the  aims  and  objects  of  the 
existing  health  program  and  what,  in  his  opinion,  is  needed  to  increase  the 
efficiency  of  the  department.  If  he  is  hampered  by  lack  of  funds  for  specific 
purposes,  his  report  should  say  so ;  if  his  department  is  burdened  with  incompe- 
tent or  physically  disabled  employees,  the  annual  report  should  state  the  facts; 
if  further  extensions  of  service  along  public  health  lines  are  demanded,  the 
report  should  specify  what  and  why.  In  short,  the  annual  report  should  con- 
tain above  all  else  a  clear  statement  of  the  existing  condition  and  accomplish- 
ments during  the  year  reported,  together  with  the  outline  of  a  definite  program 
for  the  coming  year. 


Lecture  Service  Urged 


It  is  believed  that  the  health  department  should  provide  lecturers  and  lec- 
tures on  public  health  topics  in  connection  with  its  educational  publicity  pro- 
gram.    This  can  be  done  without  additional  expense.     The.  physicians  of  the 
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department  who  have  special  ability  along  this  line  sliould  be  required  to 
prepare  material  for  such  lectures,  and  if  all  physicians  are  put  on  a  full-time 
this  may  properly  be  required.  The  chief  sanitary  inspector,  for  ex- 
ample, lias  a  wealth  of  information  which  sliould  be  worked  up  into  a  lecture 
m  communicable  diseases;  the  chief  medical  inspector  of  schools  should  be  pre- 
miv.l  to  give  a  lecture  on  medical  inspect  ion  of  schools  when  such  a  lecture  is 
requested;  the  dairy  inspectors  arc  quite  able  to  deliver  lectures  on  their  work 
jind  its  value  to  the  community  and  so  on  for  all  phases  of  health  activity. 

[f  the  plan  previously  recommended  for  the  establishment  of  a  bureau  of 
school  hygiene  is  adopted  and  the  physicians  of  this  bureau  are  placed  upon 
tall-time  service,  they  should  be  required  as  part  of  their  duties  to  deliver 
lectures  to  parents,  teachers,  children  and  others  on  medical  inspection  and 
|ts  relation  to  community  health.  One  of  the  chief  reasons  why  there  is  oppo- 
sition to  medical  inspection  in  San  Francisco  is  because  the  health  department 
Lias  not  carried  on  sufticient  educational  work.  The  anti-vaccinationists,  the 
mti-medical  inspection  group,  and  other  groups  of  persons  who  oppose  the 
very  things  they  should  endorse,  do  so  through  ignorance.  The  department  of 
kealth  has  the  material  at  hand  to  prove  its  own  case  but  it  must  go  before 
he  public  to  do  so. 

Wider  Newspaper  Publicity  Urged 

In  spite  of  the  fact  that  the  newspaper  is  the  most  valuable  advertising 
nediuni  available,  insufficient  use  has  been  made  of  it.  The  co-operation  of 
he  papers  should  be  sought  in  putting  health  facts  before  the  public.  There 
should  be  a  daily  story  for  the  papers,  not  necessarily  a  scare  story,  but  some- 
hing  timely  and  of  public  interest  relative  to  the  prevention  of  sickness,  the 
feeding  of  the  baby,  the  breeding  of  flies  and  mosquitoes,  use  of  common 
owels  and  common  drinking  cups,  etc.  No  medium  of  information  is  so  valu- 
able as  the  press,  nor  is  any  other  medium  more  concerned  with  the  health  of 
he  community. 


Institutional  Service 

As  shown  in  Chart  "A,"  the  department  of  health  includes  the  San 
Francisco  Hospital,  the  Emergency  Hospital,  the  Relief  Home  and  the  Isola- 
tion Hospital.  Within  the  limit  of  time  allowed  for  this  survey  it  has  been 
impossible  to  make  a  detailed  analysis  of  all  phases  of  institutional  work. 
In  view,  therefore,  of  the  necessarily  brief  study  of  institutions  which  has 
been  made  the  report  herein  presented  seeks  to  point  out  chiefly  the  ad- 
vantages or  disadvantages  of  the  existing  plans  of  organization  of  institu- 
tional service  and  the  merits  or  defects  of  the  existing  policies  of  admin- 
istration. 
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San  Francisco  Hospital 

Organization  and  Personnel 

The  San  Francisco  Hospital,  which  includes  the  general  hospital  service 
as  well  as  the  tuberculosis  service,  is  under  the  direct  supervision  of  a 
superintendent  who  is  a  civil  service  appointee  and  receives  a  salary  of 
$3,600  a  year.  The  superintendent  is  directly  responsible  to  the  health 
officer  who  is  the  executive  officer  of  the  department,  and  through  him  to 
the  board  of  health. 

An  advisory  board  has  been  formed  by  the  superintendent  which  is  made 
up  of  eleven  members  representing  various  civic  and  social  organizations 
throughout  the  city.  This  advisory  board  meets  regularly  to  consult  with 
the  superintendent  regarding  institutional  policies. 

The  accompanying  Chart  "A"  represents  the  organization  of  the  Sal 
Francisco  Hospital,  as  outlined  by  the  superintendent. 

Organization  Not  Clearly  Defined 

An  attempt  has  been  made  to  show  in  Chart  "A-l"  the  present  organiza- 
tion of  the  San  Francisco  Hospital  from  data  prepared  by  the  superintendent. 
It  is,  however,  difficult  with  the  information  available  to  show  definitely  how 
the  hospital  employees  are  assigned  and  the  lines  of  responsibility  from  the 
lowest  grade  of  employment  upward  through  the  heads  of  the  various  units 
to  the  superintendent.  The  picture  of  the  present  organization  as  shown  in 
the  chart  is  not  a  clear  one  because  of  the  fact  that  the  organization  itself 
is  not  well  defined.  Certain  "departments''  are  clearly  defined  and  desig- 
nated as  such.  Other  units  which  have  been  called  in  the  chart  "services" 
for  lack  of  a  better  name,  are  not  so  clearly  defined.  For  example,  in  the 
data  furnished  by  the  superintendent  there  were  included  under  the  heading 
"miscellaneous,"  certain  groups  of  employees  which  are  shown  in  the  chart 
under  the  titles  "watchman  service,"  "locker-room  service,"  "transporta- 
tion service"  and  "general  utility  service"  as  well  as  a  number  of  other 
employees  who  by  title  definition  should  have  been  placed  with  more  clearly 
defined  units. 

The  tuberculosis  service  is  considered  a  special  department  of  the  gen- 
eral hospital  service  and  is  called  in  fact  "the  tuberculosis  department."  In 
the  data  furnished  by  the  superintendent  all  employees  of  this  department 
were  shown  under  the  one  heading  "tuberculosis  department,"  no  attempt 
being  made  to  divide  the  employees  into  clearly  defined  minor  units  of 
service  such  as  medical  service,  nursing  service,  kitchen  service,  etc.  In 
the  chart,  therefore,  this  department  has  been  shown  exactly  as  outlined  by 
the  superintendent. 

Suggested  Functional  Organization 

While  the  present  organization  as  shown  en  the  chart  may  be  a  workable 
one,  it  is  believed  that  a  clearer  definition  of  units  and  lines  of  responsibility 
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is  needed.  In  this  hospital  it  is  possible  to  define  very  clearly  what  the 
various  units  of  the  hospital  should  be  in  terms  of  the  functions  to  be  per- 
formed. A  functional  outline  of  the  hospital  service  grouping  the  various 
dBpartnients  and  services  according  to  functions  would  be  as  follows: 

Medical  Service — 

Resident  staffs  of  both  general  hospital  and  tuberculosis  department; 
The  present  X-ray  department. 

Nursing  Service — 

Nursing  staffs  of  both  general  hospital  and  tuberculosis  department. 
Social  Service — 

The  present  social  service  department. 

Storekeeping  Service — 

The  present  storekeeping  department. 

Pharmacy  Service — 

The  present  drug  department. 

Housekeeping  Service — 

The  present  housekeeping  department; 

The  present  linen  department; 

The  present  laundry  department ; 

The  present  locker-room  service; 

Those  employees  assigned  as  elevatormen. 

Food  Service — 

The  present  dietitians'  department; 
The  present  kitchen  department; 
The  present     dining  room  service. 

Mechanical  and  Engineering  Service — 
The  present  engine  room  service ; 

Those  skilled  employees  who  are  included  under  "general  utility  serv- 
ice, '  *  as  carpenter  and  painter. 

Transportation  Service — 

Those  employees  assigned  as  teamster  and  ambulance  driver. 

Care  of  Buildings  and  Grounds  Service — 

Those  employees  included  under  "watchman  service"; 

The  present  ' '  gardening  service ' '  ; 

Other  employees  engaged  in  work  of  a  related  nature,  as  gatemen,  etc. 

Good  Organization  Promotes  Economy 

Good  organization  is  essential  to  efficient  and  economical  management  and 
particularly  so  in  the  control  of  personal  service.  The  organization  of  hos- 
pital service  along  functional  lines  permits  the  determination  of  functional 
?osts  which  afford  very  valuable  information  to  the  superintendent,  the 
financial  officers  of  the  city  and  citizens  in  general.  For  example,  under  the 
present  organization  the  "housekeeping  department"  of  the  hospital  includes 
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only  a  few  of  the  housekeeping  functions.  The  term  "housekeeping  service" 
as  applied  to  institutional  service  means  the  performance  of  all  functions 
which  have  to  do  with  the  cleanliness,  good  order,  care  of  household  equip- 
ment and  supplies  needed  for  daity  use,  the  care  of  patients*  clothing, 
laundry  work,  repair  of  linen,  elevator  service,  etc.  The  housekeeping  de- 
partment or  service  as  it  may  be  designated  should,  therefore,  include  all  of 
these  functions  and  the  housekeeper  should  have  responsibility  for  the  service 
of  all  employees  within  the  groups.  Fixing  responsibility  definitely  upon  one 
person  would  favor  reduction  in  force  wherever  such  reduction  could  be 
brought  about  without  hampering  the  service. 

The  "tuberculosis  department"  as  it  is  now  called  is  merely  one  large 
unit  of  the  general  hospital  service.  Instead  of  separating  it  completely 
from  the  general  hospital  service  it  should  be  made  more  intimately  a  part 
of  it,  and  by  so  doing  it  is  believed  that  a  very  considerable  reduction  in 
force  can  be  made.  With  a  closer  co-ordination  of  the  general  hospital 
service  with  the  tuberculosis  service  it  should  be  possible  to  eliminate  the 
resident  physician  now  employed  in  the  tuberculosis  department  at  $1,800 
and  by  slight  increase  of  responsibility  give  supervision  of  this  service  to  the 
resident  of  the  general  service.  One  superintendent  of  nurses,  at  slight 
increase  of  salary,  should  be  able  to  exercise  supervision  over  the  entire 
nursing  force,  thus  eliminating  the  superintendent  of  nurses  in  the  tuber- 
culosis department  at  $1,080  a  year.  Instead  of  a  chief  cook  in  the  general 
hospital  service  at  $1,200  and  a  chief  cook  in  the  tuberculosis  department  at 
$1,200  there  should  be  one  chief  cook  for  the  entire  institution  at  $1,200.  the 
work  in  the  tuberculosis  department  being  of  a  less  difficult  nature  and  of 
considerably  less  responsibility. 

The  question  of  resident  physicians,  superintendent  of  nurses  and  chief 
cooks  will  be  more  thoroughly  discussed  in  later  pages  of  this  report. 

Budget  Does  Not  Tell  the  Story 

Examination  of  the  outline  of  the  organization  and  comparison  of  per- 
sonnel and  salaries  there  shown  with  the  budget  of  1916-17  shows  many 
discrepancies.  The  following  table  compares  actual  employment  with  em- 
ployments authorized  in  the  1916-17  budget : 
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As  is  shown  in  the  foregoing  table  the  superintendent  of  the  hospital  has 
secured  a  saving  from  his  appropriation  of  $9,556,  and  this  is,  of  course, 
commendable,  but  he  has  spent  a  total  of  $5,250  for  salaries  aud  wages  which 
was  not  authorized  in  his  appropriation.  Although  the  present  form  of  ap- 
propriation bill  is  intended  to  be  of  value  in  informing  citizens  and  financial 
officers  of  the  government  how  money  is  being  spent,  the  fact  that  adminis- 
trators are  not  held  strictly  to  the  detailed  segregation  of  the  appropriation 
allotment  vitiates  the  purpose  of  such  segregation.  While  the  "Bureau  of 
Municipal  Research  does  not  advocate  the  continuation  of  the  present  form 
of  detailed  itemization  of  the  appropriation  bill  and  recommends  certain 
radical  changes  in  procedure  (see  section  of  survey  report  relating  to  finance, 
page  86),  it  holds  that  the  failure  of  administrative  officers  to  follow  the 
appropriation  items  as  they  are  set  up  line  by  line  is  an  abuse  even  of  a 
faulty  procedure  because  it  makes  it  impossible  for  the  citizen  or  the  financial 
officer  to  analyze  the  appropriation  bill  intelligently.  The  appropriation 
item  for  example  that  calls  for  one  interne  at  $480  means  nothing  to  the 
citizen  when  he  learns  that  four  internes  are  actually  employed  at  $120  each. 
He  may  rightly  ask  why,  if  only  one  interne  is  asked  for,  are  four  internes 
employed  by  the  superintendent  1  Or  when  he  discovers  that  a  general  me- 
chanic, a  painter  and  a  carpenter  are  employed,  and  that  no  such  positions 
are  authorized  in  the  appropriation  bill,  is  he  not  justified  in  asking  why 
they  were  not  authorized,  and  if  not  authorized,  why  appointed? 

It  is  believed  that  the  present  procedure  is  wrong,  and  in  saying  so  there 
is  no  disposition  to  criticize  the  action  of  the  superintendent  in  following  a 
procedure  which  is  permitted.  The  superintendent  is  in  the  best  position  to 
know  the  needs  of  his  institution,  and  observation  of  his  work  and  that  of 
his  associates  convinces  the  investigator  that  he  is  endeavoring  to  exercise 
strict  economy.  The  comment  here  made  simply  emphasizes  the  need  for 
an  improved  procedure  of  appropriation  and  use  of  city  funds. 

Description  of  the  Hospital 

In  order  that  the  comment  upon  existing  policies  of  administration  at  the 
San  Francisco  Hospital  may  be  more  clearly  understood,  it  is  suggested  that 
the  very  complete  description  of  the  construction,  arrangement,  and  equip- 
ment of  the  institution  as  prepared  by  the  superintendent  and  published  in 
the  Modern  Hospital  for  November,  1915,  be  consulted.  Reference  should 
also  be  made  to  the  Transactions  of  the  Commonwealth  Club  of  California 
for  July,  1915— The  County  Hospital  Problem. 

Although  the  San  Francisco  Hospital  is  without  question  a  very  beautiful 
one  in  design  and  equipment,  and  capable  of  rendering  most  efficient  service, 
it  must  be  said  that  it  does  not  lend  itself  to  greatest  economy  and  main- 
tenance. The  hospital  covers  four  city  blocks,  an  area  of  866  feet  long  and 
760  feet  wide.  This  means  long  distances  between  pavilions  and  consequently 
the  necessity  for  a  larger  force  of  employees  than  would  be  necessary  in  a 
more  compactly  built  structure. 
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This  fact  is  pointed  out  because  it  is  believed  thai  the  tendency  toward 
lOnstruction  of  tins  type,  particularly  in  municipal  hospitals,  should  be  dis- 
souraged  in  the  interest  of  economy.  The  primary  purpose  of  a  municipal 
lospital  is,  of  course,  efficiency  of  service  in  the  treatment  of  the  sick,  but 
ifficiency  of  service  without  economy  of  maintenance  has  time  and  again 
resulted  in  ultimate  inefficiency  of  service  through  a  failure  of  appropriating 
todies  to  realize  the  necessity  of  furnishing  adequate  funds  for  the  greater 
ipkeep  of  such  an  institution.  Any  great  reduction  in  the  number  of  nurses 
>r  service  employees  at  the  San  Francisco  Hospital  would  make  it  impossible 
o  keep  the  service  at  par,  for  the  wide  separation  of  various  hospital  units 
prevents  many  employees  from  doing  efficiently  the  work  which  might 
require  their  presence  in  more  than  one  unit.  In  the  more  compactly  built 
lospital  it  is  often  possible  to  keep  the  service  at  a  high  mark  of  efficiency 
^ven  with  a  considerable  reduction  at  times  of  the  number  of  employees, 
because  the  remaining  employees  may  be  assigned  to  extra  duties  without 
Requiring  them  to  cover  any  considerable  extra  amount  of  territory. 

It  is  true  that  in  conserving  space  in  hospital  construction  it  is  difficult, 
o  secure  proper  lighting  and  ventilation  which  is  so  desirable,  and  it  is 
dso  difficult  to  give  the  institution  the  attractiveness  of  appearance  which 
s  a  feature  of  the  San  Francisco  Hospital — but  all  things  considered,  the 
endency  in  modern  hospital  construction  is  toward  such  compactness  of 
.rrangement  as  will  make  for  efficient  service  with  the  lowest  possible  labor 
;ost.  There  is  no  desire  on  the  part  of  the  investigator  to  make  San  Fran- 
•isco  dissatisfied  with  the  San  Francisco  Hospital.  On  the  contrary,  they 
hould  be  proud  of  it  for  it  is  unquestionably  a  beautiful  institution  and  wTell 
administered.  It  is  desired,  however,  in  view  of  the  fact  that  further  institu- 
ional  buildings  are  contemplated  or  will  be  under  contemplation  wdthin  the 
text  few  years,  to  point  out  where  savings  may  be  made.  The  most  beautiful 
lospital  architecturally  is  quite  often  the  most  costly  to  operate. 

Jeneral  Supervision  of  the  Hospital 

The  method  of  exercising  general  supervision  of  the  various  activities  of 
he  hospital  which  has  been  adopted  by  the  superintendent  is  worthy  of 
mulation  by  all  institution  heads.  Each  morning  from  8  until  10 :30  the  heads 
•f  the  various  divisions  of  the  service  are  interviewed,  complaints  heard, 
.nd  suggestions  made  and  received  by  the  superintendent  for  the  improve- 
aent  of  the  service.  From  10:30  until  1  the  superintendent  accompanied  by 
lis  secretary  and  the  superintendent  of  nurses  makes  a  round  of  the  hospital. 
Vll  parts  of  the  institution  are  visited  and  the  secretary  and  the  superin- 
endent  of  nurses  make  memoranda  of  the  things  noted  for  correction  by 
he  superintendent.  This  inspection  by  the  superintendent  is  a  most  minute 
<nd  complete  one — every  room  is  inspected,  every  closet  and  cupboard 
■pened,  every  piece  of  equipment  examined.  As  a  result  of  this  inspection 
here  is  a  condition  of  cleanliness,  order  and  good  repair  in  the  hospital 
vdiich  tends  to  insure  economy  of  operation  and  maintenance,  and  efficiency 
f  service. 
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Following  the  completion  of  the  inspection  round,  notes  of  inspection  am 
the  recommendations  of  the  superintendent  are  written  by  the  secretary  ii 
the  order  books  of  the  heads  of  the  various  departments.     These  order  boob 
are  then  sent  to  the  heads  of  departments,  i.  c.,  the  chief  engineer,  the  head 
laundryman,   steward,   housekeeper,   etc.,    for  their   advice.     The   order   book- 
must  be  returned  on  the  following  day  to  the  superintendent's  office  with  th< 
notations  of  the  department  heads  in  regard  to  the  action  taken  by  them  on 
the  orders  given.     Each  department  head  must  set  down  the  time  at  which 
the  order  was  received  and  the  time  at  which  carried  out.     This  results  in  ;i 
promptness  of  action  which  spells  economy.     The  leaky  steam  pipe,  dripping' 
water    faucet    or   unnecessarily   used    electric    light    means    waste,    and   the 
promptness  with  which  such  condition  is  corrected  in  the  San  Francisco  Hos- 
pital has  resulted   in   real   economies.      This  is  well   illustrated   in   the   en- 
gineer's department.     The  hospital   was  originally  equipped  with  four  lar<r< 
steam  boilers  and  with  four  dynamos.     This  equipment  was  all  used   in  tin 
beginning,   but  as   waste   of   steam   and   waste  of  electricity   were   eliminated.; 
boiler  after  boiler  and  dynamo  after  dynamo  were   cut  out  of  the  circuit. 
At  the  present  time  only  one  boiler  is  used  and  one  dynamo,  a  very  consid- 
erable saving  in  labor,  supplies  and  maintenance. 

Records  are  kept  which  portray  accurately  what  goes  on  at  night 
throughout  the  hospital.  There  must  be  a  complete  and  detailed  report  from 
the  nurses  in  charge  of  the  various  wards,  and  this  is  vised  by  the  superin- 
tendent each  morning.  The  telephone  operator  submits  a  record  which  shows 
the  number  of  patient  calls  in  each  ward  during  the  day  and  night,  the  time 
at  which  such  calls  were  made  and  tin-  time  at  which  the  nurses  answered. 
This  record  is  also  carefully  examined  by  the  superintendent,  and  if  the: 
response  of  a  nurse  to  the  patient's  call  was  delayed  three  minutes  or  more, 
an  inquiry  is  made  to  find  out  why.  This  insures  promptness  of  service  01 
the  part  of  the  nurses  and  also  economy  in  the  operation  of  the  electric 
signal  light  system. 

The  night  watchman  also  furnishes  a  very  complete  report  of  conditions 
during  the  night.  He  is  required  to  state  specifically  the  condition  of  eleva- 
tors lights,  time  clocks,  doors,  locks,  windows,  screens,  water  and  steam 
pipes,  etc.  He  must  report  on  the  conditions  of  order  and  quiet  found  in  the 
various  wards  and  other  quarters  and  must  report  specifically  the  nature  of 
any  disorder  of  employees  observed,  and  the  names  of  participants.  He  must 
report  specifically  regarding  the  nature  of  violation  of  any  other  hospital 
rules,  such  as  the  presence  of  outsiders  in  the  institution,  the  entering  of  the 
institution  by  any  person  under  the  influence  of  liquor  or  with  liquor  in  his 
possession,  and  all  other  facts  which  may  be  significant. 

General  Discipline  Excellent 

The  visitor  to  the  hospital  cannot  fail  to  be  impressed  with  the  appear- 
ance of  good  discipline  among  employees.  There  is  no  loitering  in  halls  or 
corridors ;  there  is  no  loud  talking  or  boisterousness  among  employees ;  no 
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smoking  in  forbidden  places  and  no  indication  anywhere  of  lack  of  responsi- 
bility. Tins  has  been  brought  about  by  the  continued  efforts  of  the  superin- 
tend. Mit  to  impress  employees  with  their  responsibility  and  accountability. 
It  has  resulted  in  the  gradual  elimination  of  the  loafing,  slovenly,  irre- 
sponsible, often  drunken  hospital  helper,  whose  elimination  is  the  problem 
of  every  hospital  of  large  size,  and  the  patient  has  reaped  the  benefit. 

Significant  Economies  of  Maintenance 

One  of  tin-  most  significance  indications  of  the  superintendent's  attention 

to  economy  of  maintenai is   found  in  the  salvage  room.     A  room  of  the 

basement  has  been  set  aside  as  a  salvage  room.  All  materials  of  equipment, 
such  as  replaced  pipes,  kitchen  utensils,  ward  equipment,  etc.,  are  not  thrown 
upon  the  rubbish  pile  but  are  taken  to  this  room,  where  the  salvage  com- 
mittee, consisting  of  the  superintendent,  the  chief  engineer  and  the  house- 
keeper, pass  upon  them  and  determine  what  shall  be  done.  If  equipment  can 
be  repaired,  it  is  repaired  and  placed  in  active  service;  if  it  cannot  be  re- 
paired, it  is  sold  as  junk.  This  salvage  room  brings  in  each  year  from  the 
teale  of  articles  which  have  been  scrapped  about  $300 — but  it  saves  many 
times  that  amount  by  continuing  in  use  many  articles  which  under  less 
efficient  administration  would  have  been  thrown  away. 

Another  very  important  indication  of  economy  and  efficiency  is  the  de- 
mand of  the  superintendent  that  all  kitchen  cupboards,  refrigerators,  supply 
rooms  and  cabinets  be  locked  when  not  in  use.  These  orders  are  rigidly 
observed  and  responsibility  for  their  observance  is  definitely  fixed.  In 
order  that  such  responsibility  may  be  fixed,  a  key  file  is  maintained  in  the 
office  of  the  superintendent.  Each  person  who  receives  a  key  from  one  of 
me  small  indexed  envelopes  in  this  file  must  sign  his  or  her  name  upon  the 
mvelope  and  the  date  on  which  the  key  was  received.  "When  the  key  is 
■eturned,  the  date  of  return  is  entered  upon  the  envelope.  As  a  result,  no 
me  has  keys  who  is  not  entitled  to  them  and  responsibility  for  the  proper 
ises  of  keys  is  fixed  upon  the  persons  who  hold  the  keys. 

Another  method  of  checking  waste,  which  will  be  described  in  greater 
letail  in  the  description  of  the  procedure  of  issuing  stores,  is  the  requirement 
hat  no  piece  of  equipment  shall  be  issued  unless  the  old  piece  or  its  parts, 
f  broken,  are  returned.  This  applies  to  bedding,  patients'  clothing,  glass- 
vare,  electric  light  bulbs,  thermometers,  hypodermic  needles  and  all  other 
trticles  no  matter  how  small  or  inexpensive.  This  results  in  making  the 
)erson  receiving  equipment  absolutely  responsible  for  its  use — and  makes 
nisuse  exceedingly  unpleasant  and  costly  for  the  individual. 

Every  ward  is  completely  inventoried  once  a  month  by  the  nurse  in 
harge  and  this  inventory  is  checked  up  by  the  superintendent  of  nurses  by 
omparison  of  the  inventory  with  the  card  register  of  equipment  allowed  the 
'arious  wards  or  units.  This  results  in  prevention  of  waste  or  misuse  of 
quipment  and  further  insures  that  the  ward  is  continually  maintained  in  a 
ondition  of  preparedness  for  efficient  service. 
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Daily  Reports  Required  of  Employees 

All  employees  above  the  ordinary  hospital  helper  grade  are  required  to 
submit  daily  reports  to  the  superintendent  showing  how  and  where  they  were 
employed  during  the  day  and  the  amount  of  time  spent  in  their  varied 
activities.  These  reports  are  first  examined  and  signed  by  the  department 
heads  responsible  for  their  work  and  are  then  placed  upon  the  superin- 
tendent's desk  for  his  signature.  This  enables  the  superintendent  to  keep 
currently  in  touch  with  the  work  of  all  employees,  and  further,  it  places 
upon  the  employee  the  responsibility  of  seeing  that  his  time  is  properly 
spent.  As  a  result,  loafing  and  time  wasting  have  been  done  away  with. 
Analysis  of  the  time  reports  shows  that  they  are  properly  made  out  and 
properly  checked  by  the  department  heads  in  charge  and  the  effectiwmss 
of  the  system  is  apparent  throughout  the  entire  hospital. 

Advisory  Medical  Committee 

A  committee  of  the  deans  of  the  five  medical  schools  meet  with  the  supefl 
intendent   as   necessity   arises   to    consult   with    him    regarding   the    various 
medical  problems  of  the  institution.     There  is  no  set  time  for  meetings  of 
this  committee,  but  meetings  are  called  as  required  by  the  superintendent.  J 
The  five  medical  schools  represented  are : 

The  University  of  California; 

Stanford  University; 

Hahnemann  Medical  College ; 

Physicians'  and  Surgeons'  Medical  College; 

Polyclinic  Medical  College. 

Divisions  and  Services 

The  general  medical  service  of  the  San  Francisco  Hospital  is  divided  into 
five  divisions  or  services  representing  each  of  the  institutions  listed  above.1 
Each  of  the  first  four  services  named  have  under  their  supervision  2  male 
wards  of  29  beds  each  and  V2  of  one  of  the  2  wards  for  women,  making  a 
total  of  72  or  73  beds  assigned  to  each  service.  The  Polyclinic  has  assigned 
to  its  service  one  male  ward  of  29  beds  and  *  ^  of  one  of  the  wards  for 
women,  or  a  total  of  45  beds.  The  maternity  ward,  the  children's  ward  and 
the  gynecological  wards  have  a  rotating  service  so  that  each  one  of  the,' 
medical  schools  has  supervision  for  one-fifth  of  the  year  or  73  days  each. 

Apportionment  is  also  made  of  the  patients  in  the  tuberculosis  wards. 
each  service  having  under  its  supervision  an  equal  number  of  patients,  with 
the  exception  of  the  Polyclinic  service  which  has  about  half  as  many  as  each! 
of  the  other  services. 

Medical  Attending  Service 

Analysis  of  the  records  of  attendance  by  the  physicians  of  the  attending 
staff  shows  clearly  that  this  service  is  being  very  well  provided   for.     The 
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members  of  the  attending  staff  represents  the  various  colleges  of  the  city 
aiul  this  is  unquestionably  a  desirable  arrangement.  Years  of  experience 
have  proved  that  patients  are  better  cared  for  in  hospitals  where  teaching  is 
done  than  in  hospitals  where  no  teaching  is  carried  on.  It  is  hoped  that  this 
close  co-operation  between  the  medical  colleges  and  the  hospital  will  con- 
tinue, but  there  are  certain  defects  in  the  present  system  which  should  be 
pointed  out. 

Little  attempt  has  thus  Ear  been  made  to  secure  from  the  attending 
physicians,  representing  the  various  medical  colleges,  such  co-operation  as 
will  ensure  uniformity  of  procedure  and  economy  of  service.  Examination 
of  the  records  of  patients  treated  in  the  various  hospital  sections  or  groups 
of  wards  shows  the  widest  possible  variation,  not  only  in  the  treatment 
given,  hut  also  in  the  methods  of  examination  and  record-keeping.  Some 
case  records  show  that  the  most  careful  and  detailed  examination  was  made 
of  the  patient,  while  in  others  the  details  of  examination  are  conspicuous 
by  their  absence.  The  efficiency  with  which  internes  perform  their  duties 
is  dependent  largely  upon  the  service  with  which  they  happen  to  be  con- 
nected and  this  fact  is  reflected  in  the  case  histories. 

Again,  fullest  economy  in  medical  service  is  impossible  because  of  the 
lack  of  standardization  of  treatment.  One  attending  physician,  who  may 
have  a  desire  to  try  out  some  particular  method,  instrument  or  drug,  will 
order  supplies  and  equipment,  which,  when  his  service  as  an  attending 
physician  conies  to  an  end,  will  be  useless  to  his  successor.  The  records  of 
the  drug  department  show  that  in  many  instances  drugs  and  preparations 
have  been  ordered  in  quantities  and  then  left  unused  because  the  particular 
attending  physician  who  ordered  them  for  use  has  terminated  his  service 
and  his  successor  wishes  to  try  some  other  procedure  or  line  of  treatment. 
Much  of  this  is  unavoidable,  of  course,  because  of  the  necessity  of  experi- 
mental and  research  work,  but  there  is  certainly  need  for  the  application  of 
all  possible  principles  of  standardization. 

It  is  urged,  therefore,  that  this  matter  of  standardizing  procedure,  equip- 
ment, supplies  and  records  be  given  immediate  consideration  by  the  super- 
intendent and  the  attending  staff.  A  committee  should  be  appointed  which 
should  be  made  up  of  a  representative  from  each  group  of  attending  physi- 
cians. So  far  as  possible  standards  should  be  set  up  which  may  be  followed 
by  all  attending  physicians.  The  case  records  should  be  made  uniform  in 
content,  by  having  all  record  sheets  indicate  in  outline  what  information  is 
desired  and  requiring  absolutely  that  such  information  shall  be  supplied. 

Resident  Staff 

A  resident  physician  of  $1,800  supervises  the  resident  staff  of  physicians 
n  the  general  hospital  service  and  another  resident  physician  at  $1,800  per- 
"orms  the  same  functions  for  the  tuberculosis  department.  There  are  five 
muse  officers,  each  receiving  $300  a  year,  one  being  in  charge  of  each  medi- 
'al    college    service,    namely,    University    of    California,    Leland    Stanford, 
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Homeopathic,  Hahnemann  and  Polyclinic.  An  interne  at  $600  is  employed 
the  tuberculosis  department  as  an  assistant  to  the  resident  physician  and 
there  are  in  addition  twenty  internes  at  $120  a  year  each,  sixteen  of  whom 
are  assigned  to  the  general  hospital  service  and  four  to  the  tuberculo 
department. 


Salaries  of  Resident  Physicians  Should  Be  Adjusted 


1 


The  resident  physician  in  charge  of  general  hospital  service  has  under 
his  supervision  approximately  465  beds,  while  the  resident  physician  of  the 
tuberculosis  department  has  but  225  beds  in  his  charge.  In  addition,  the 
resident  physician  of  the  general  service  must  personally  supervise  the  work 
of  five  house  officers  and  sixteen  internes,  while  the  resident  physician  of  the 
tuberculosis  department  has  under  his  supervision  only  one  assistant  and 
four  internes.  It  is  obvious  that  in  the  quantity  of  work  required  and  the 
amount  of  supervision  to  be  exercised,  the  resident  physician  of  the  general 
service  occupies  by  far  the  more  difficult  position  and  the  one  in  which  the 
results  of  inefficiency  are  more  disastrous  to  the  general  administration  of  i 
the  institution.  Each  of  these  resident  physicians  receives,  however,  the 
same  salary — $1,800. 

It  is  believed  that  there  should  be  but  one  resident  physician  for  the  hos- 
pital.    He  should  receive  an  initial  salary  of  $1,500,  increasing  annually 
his  value  to  the  service  increases.     In  order  to  keep  an  able  and  experience* 
resident  physician  in  the  employment  of  the  institution,  provision  should 
made  for  increasing  his  salary  annually  up  to  a  certain  maximum.     After 
careful   study   of  service   requirements   in   the   various   institutions   of   Ne^ 
York  City,  the  bureau  of  standards  of  the  board  of  estimate  and  apportioi 
ment  set  up  the  following  salary  rate  for  "resident  physician  in  a  hospit? 
or  other  institution  in  which  the  duties  of  the  resident  require  a  high  degre 
of  supervisory  or  executive  ability,  or  (as)  resident  physician  in  charge  of 
group  of  wards  in  a  large  hospital";    $1,500,  $1,620,  $1,740,  $1,920,  $2,1( 
$2,280.     The  lowest  rate,  $1,500,  is  the  initial  salary  rate.     Beyond  this  the 
salary  is  increased  annually  as  indicated  above  until  the  maximum  of  $2,2? 
has  been  reached.     The  bureau  of  standards  further  conditioned  these  salar 
rates   as    follows:     "Fixation    of   the    initial    salary   rate    and    advancemfl 
within  the  grade  are  conditional  upon  appraisal  under  the  rules  of  the  boarc 
of  estimate  and  apportionment,  indicating  that  the  rate  requested  does  nc 
exceed  the  value  of  the  work  to  be  performed."     This  provision  prevents 
resident  physician  from  reaching  the  maximum  unless  the  position  is  of  sue 
importance  as  to  make  it  advisable. 

As  applied  to  the  positions   of  resident   physician   at   the   San  Francisc 
Hospital,  this  salary  rate  would  by  no  means  be  inappropriate  for  the  res 
dent  physician  in  charge  of  all  hospital  service.     The  salary  of  the  preser 
incumbent  should  not  be  reduced  to  the  initial  rate  of  $1,500,  but  should 
increased    annually    from    $1,800    to    $2,280.      Should    the    present    resident 
physician  retire  from  service,  the  initial  salary  of  his  successor  should  be 
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$1,500  and  should  be  increased  annually  up  to  the  maximum,  $2,280.  In  the 
tuberculosis  department  it  is  believed  that  a  resident  physician  at  $1,800  is 
unnecessary.  An  assistant  to  the  residenl  physician  should,  however,  he 
detailed  to  the  tuberculosis  service  and  should  receive  a  salary  ranging  from 
$900  to  $1,380,  increasing  annually  as  follows:  $900,  $1,020,  $1,140,  $1,260, 
$1,380. 

There  is  a  distinct  advantage  in  offering  regular  annual  increases  to 
tlie  residenl  physician  and  his  assistant  and  the  advantage  is  not  lessened 
in  any  considerable  degree  by  making  the  initial  salary  rate  lower  if  the 
physician  sees  ahead  of  him  opportunity  for  advancement.  The  expectation 
of  increased  salary  is  always  a  potent  factor  in  keeping  good  men  in  service, 
and  it  is  extremely  desirable  to  keep  good  men  in  service  in  a  public 
hospital. 

The  positions  of  resident  physician  and  assistant  resident  physician  should 
be  under  the  civil  service  and  should  be  in  the  nature  of  a  promotion 
appointment  for  house  officers.  When  a  vacancy  arises  in  the  position  of 
resident  or  assistant  resident  physician,  an  examination  of  house  officers 
•should  be  held  ami  appointment  given  to  him  who  has  shown  highest 
jfficiency  in  service. 

House  Officers  Should  Be  Appointed  From  Interne  Staff 

At  the  present  time  the  house  officers,  five  in  number,  are  selected  by 
he  various  medical  college  services,  one  by  each  service  represented  in  the 
lospital.  As  an  added  inducement  to  internes  to  continue  in  service,  the 
)ositions  as  house  officers  should  be  filled  by  appointment  from  the  interne 
staff  at  the  end  of  their  terms  of  service  as  internes,  and  opportunity  for 
inch  promotion  appointments  should  be  provided  by  fixing  a  term  of  service 
;or  house  officers  which  will  make  the  retirement  of  one  or  more  house 
ifficers  coincide  with  the  termination  of  the  regular  interne  service. 

mproved  Interne  Service  Recommended 

In  the  general  hospital  service  and  in  the  tuberculosis  service  there  are 
t  present  twenty  internes  who  are  paid  $120  a  month.  All  of  these  internes 
ome  on  service  at  the  beginning  of  the  fiscal  year  and  terminate  their 
ervice  after  one  year.  That  this  results  in  a  very  serious  impairment  of 
ervice  is  obvious.  At  the  beginning  of  each  fiscal  year,  namely,  July  1st, 
wenty  new  and  "green"  internes  come  on  duty.  Although  the  superintend- 
nt  interviews  these  internes  and  furnishes  each  with  a  copy  of  the  very 
xcellent  "regulations  governing  the  resident  medical  staff,"  a  period  of 
sveral  weeks  ensues  before  these  men  become  thoroughly  familiar  with  their 
7ork,  and,  during  this  period,  much  of  the  time  of  the  superintendent,  resi- 
ent  physicians  and  house  officers  must  be  spent  in  adjusting  them  to  the 
ervice. 

The  necessity  of  adopting  a  hospital  formulary  is  further  emphasized  in 
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this  connection.  The  new  interne,  knowing  little  of  writing  prescription? 
tries  out  his  hand,  and  the  druggist  states  that  it  takes  some  time  he  for 
these  internes  can  learn  to  write  prescriptions  which  are  satisfactory  eithe 
to  the  druggist  or  to  the  patient. 

It  is  believed  that  a  one-year  term  of  interne  service  is  entirely  to 
short.  The  service  at  the  San  Francisco  Hospital  is  a  particularly  fine  on 
for  the  interne  from  every  point  of  view,  and,  if  he  is  to  get  the  most  an« 
give  the  most  in  return  for  the  experience  and  instruction  he  receives,  tw 
years  or  at  least  eighteen  months  is  needed.  It  is  urged,  therefore,  that  a 
effort  be  made  by  the  superintendent  and  a  committee  of  the  attendinj 
staff  to  readjust  the  interne  service  on  an  eighteen  months  or  two-yea 
basis  with  a  rotation  of  force  so  that  there  will  not  be  at  any  time  a  com 
plete  break  in  the  service.  Following  the  examination  for  internes,  thoa 
standing  highest  should  be  given  the  choice  of  time  at  which  service  slia 
be  begun.  A  definite  number  of  internes  should  come  on  service,  let  u 
say,  in  July,  another  group  in  October,  another  in  January  and  another  i 
April — or  in  such  other  rotation  as  might  be  deemed  advisable. 

To  attract  the  best  men  from  the  colleges  of  the  city,  it  is  believed  tha 
if  the  term  of  service  is  increased  from  one  year  to  eighteen  months  or  tw 
years,  the  salaries  of  internes  should  be  increased  during  the  second  yeal 
of  service.  Internes  should  receive  at  least  $180  for  the  second  year  o 
service. 

Summary  of  Proposed  Changes  in  Resident  Staff  Service 

1 — Internes  to  be  appointed  for  eighteen  months  or  two  years'  servict; 
not  all  going  on  service  at  the  same  time,  bm  allowing  an  intern 
of  three  or  four  months  between  each  group  of  appointments  s 
that  only  a  few  internes  will  retire  at  the  end  of  each  eightee 
months   or   two-year  period. 

2 — House  officers  to  be  appointed  from  the  interne  service  on  the  bas 
of  competitive  examination  and  record  of  efficient  service,  the  tei 
ruination  of  the  terms  of  service  of  house  officers  being  so  arrange 
as  to  coincide  with  the  termination  of  the  internes'  terms  of  servic* 

3 — A  resident  physician  and  an  assistant  resident  physician  to  be  a{ 
pointed  when  vacancy  arises  from  the  house  officer  group  on  the  bas 
of  competitive  examination   and  record  of  efficient  service. 

The  initial  salary  of  future  resident  physicians  to  be  $1,501 
increasing  annually  to  a  maximum  of  $2,280,  as  follows:  $1,501 
$1,620,  $1,740,  $1,920,  $2,100,  $2,280.  The  initial  salary  of  tli 
assistant  resident  physician  assigned  to  the  tuberculosis  departmei 
to  be  $900,  increasing  annually  to  $1,380,  as  follows:  $900,  $1,021 
$1,140,  $1,260,  $1,380. 

Reduction  in  Cost  of  Nursing  Supervision 

There    are   at    present    two    superintendents    of   nurses,    one    at    $1,200  i 
charge  of  general  hospital  service  and  one  at  $1,080  in  charge  of  the  tube 
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ulosis  service.  It  is  believed  thai  the  closer  co-ordination  of  tuberculosis 
ervice  would  render  the  employment  of  two  superintendents  of  nurses  iin- 
lecessary ;  and  further,  for  the  sake  of  efficiency  in  nursing  service,  it  is 
telieved  thai  there  should  be  a  single  head  to  the  nursing  service.  The 
mmediate  direction  of  nursing  service  in  the  various  wards  of  the  tubercu- 
osis  service  should  be  delegated  to  the  trained  nurses  now  assigned  to  these 
amis.     If  the  addition  of  supervision  of  tuberculosis  wards  adds  seriously 

0  the  work  of  the  superintendent  of  nurses,  she  should  be  given  an  increase 

1  salary  commensurate  with  her  increased  duties.  The  salary  range  for  a 
uperintendent  of  nurses  at  the  San  Francisco  Hospital,  based  upon  the 
onclusions  of  the  bureau  of  standards  of  the  City  of  New  York,  is  from 
L,680  to  $1,980,  increasing  annually  as  follows:  $1,680,  $1,800,  $1,980.  The 
uties  of  a  superintendent  of  nurses  as  set  forth  in  the  "standard  specifica- 
ions  for  personal  service"  prepared  by  this  bureau  are  as  follows: 

"The  duties  of  superintendents  of  nurses,  which  require  a 
high  degree  of  nursing  and  executive  ability,  are  to  direct  the 
entire  nursing  staff  in  a  large  hospital  with  or  without  a  train- 
ing school  for  nurses     *     *     *" 

The  increase  of  the  salary  of  the  superintendent  of  nurses  of  the  general 
ospital  service  from  $1,200  a  year  to  the  initial  salary  rate  suggested  means 
u  increase  of  $180  a  year.  The  elimination  of  the  superintendent  of  nurses 
i  the  tuberculosis  service,  who  now  receives  $1,080,  means  a  net  saving 
f  $600  a  year,  and  it  is  believed  that  it  would  mean  further  economies  all 
.ong  the  line  through  closer  co-ordination  of  all  nursing  service. 

[ore  Trained  Nurses  Needed 

At  the  time  of  this  study  (July  1,  1916),  the  following  schedule  of  nurses 
as  in  effect : 

General  Hospital  Service 

Superintendent  of  nurses   1 

Assistant  superintendent  of  nurses 1 

Operating  room  nurse 1 

Assistant  operating  room  nurse 1 

Night  superintendent  of  nurses 1 

Graduate  nurses,  9  @  $720 9 

Nurse  in  charge  of  nurses '  home 1 

Post  graduate  nurses j? 

Pupil  nurses   -^~ 

Probationers  (pupil  nurses  not  yet  on  payroll) 22 

147 
Tuberculosis  Service 

Superintendent  of  nurses £ 

Graduate  nurses    "t 

Practical  nurses  9 

Pupil  nurses   

21 
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Judged  by  eastern  hospital  standards,  the  number  of  trained  inn 
the  general  hospital  service  is  inadequate  while  the  number  of  pupil  nurse 
is  exceptionally  large.  While  it  is  true  that  comparisons  sometimes  lead  t 
erroneous  conclusions  because  of  lack  of  definite  standards  of  measuremen 
the  conclusions  of  the  committee  on  inquiry  into  New  York  City  hospital 
in  1913,  prepared  after  an  exhaustive  study  of  nursing  service  in  New  Yor 
City  hospitals,  are  well  worth  consideration.  This  committee,  on  the  basis  < 
its  study,  prepared  a  schedule  for  estimating  the  number  of  nurses  require 
in  municipal  hospitals  varying  in  size  and  in  proportion  of  acute  and  ehroni 
cases  treated,  leaving  out  of  consideration  special  services,  such  as  tubei 
culosis,  alcoholic,  psychopathic,  outpatient  and  social  service.  It  is  fail 
therefore,  to  compare  the  estimates  of  this  committee  as  to  the  numbers  c 
nurses  required  with  the  existing  schedule  of  nurses  in  the  general  service  c 
the  San  Francisco  Hospital. 

For  a  500  bed  hospital  having  5,000  admissions  yearly,  which  is  approx 
mately  the  condition  of  the  San  Francisco  Hospital,  the  committee  estimate 
the  number  of  nurses  as  follows: 

Supervising  Nurses 

Superintendent,  school  for  nurses 1 

Instruction    1 

In  charge  of  home 1 

Operating    room    1 

On  wards    2 

Total   supervising    nurses 6 

Head  Nurses 

Day     17 

Night    2 

Relief    1 

Operating  room   1 

Clerical    1 

Total  trained  nurses 22 

Pupil  Nurses 

Day     50 

Night    17 

Total  pupil  nurses 67 

Total  nurses 95 

Setting  up  the  schedule  of  nurses  in  the  general  medical  service  of  tl 
San   Francisco  Hospital   in   the   same  way,   we   have : 

Supervising  Nurses 

Superintendent  of  nurses 1 

Assistant  superintendent  of  nurses 1 

Operating  room  nurse 1 
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Might  superintendent   of  nurses 1 

Nurse  iu  charge  of  nurses'  home 1 

Total   supervising   nurses 5 

Trained  Nurses 

Assistant  operating  room   nurse 1 

Graduate  nurses    9 

Post  graduate  nurses* 2 

Total    trained    nurses 12 

Pupil  Nurses 

Pupil  nurses   108 

Probationers   22 

Total   pupil   nurses 130 

Total  nurses   (general  service) 147 

It  will  be  seen  by  a  comparison  of  these  two  tables  that,  while  the  num- 
er  of  "'trained  nurses"  in  the  San  Francisco  Hospital  is  less  by  ten  than 
hat  set  up  in  the  schedule  as  required,  the  number  of  pupil  nurses  exceeds 
ie  number  of  the  schedule  by  63;  that  is.  the  number  of  trained  nurses  is 
bout  halt*  what  it  should  be  and  the  number  of  pupil  nurses  twice  what  it 
hould  be  according  to  the  schedule. 

It  is  believed  that  this  is  a  matter  which  should  be  given  serious  con- 
deration.  The  pupil  nurse,  no  matter  how  apt  a  pupil,  is  by  no  means 
ualified  to  perform  the  duties  of  a  trained  nurse  and  in  the  San  Francisco 
[ospital  much  of  the  work  now  being  done  by  pupil  nurses  should  be  dele- 
ated  to  trained  nurses.  An  increase  of  the  trained  nurses  to  the  number 
t  up  in  the  schedule  quoted  would  mean  the  addition  of  ten  trained  nurses 
:  a  maximum  salary  cost  of  $720  each,  or  $7,200.  Reduction  of  the  pupil 
arses  from  130  to  67  would  mean  a  reduction  in  cost  for  pupil  nurses  of 
om  $7,560  to  $9,072.  depending  on  whether  these  nurses  were  paid  $120  or 
L44  a  year.  There  is  not  a  very  considerable  difference  in  the  cost  between 
ie  proposed  and  the  present  schedule.  Pupil  nurses  are  not  paid  anything 
itil  after  the  probation  period,  and,  at  the  time  of  this  study,  22  proba- 
mers  were  not  yet  on  the  payroll.  "We  may  assume,  therefore,  that  the 
•st  is  approximately  the  same  whether  the  proposed  or  existing  schedule  is 
llowed — but  it  is  believed  that  improved  service  will  be  secured  by  the 
crease  of  trained  nurses  at  the  expense  of  pupil  nurses. 

!>cial  Service  Work  Begun 

A  beginning  has  recently  been  made  in  the  carrying  out  of  a  definite 
fcial  service  program  for  the  hospital.  The  importance  of  this  kind  of  work 
•nnot  be  overestimated.     In  1915,  in  an  address  before  the  Commonwealth 

*Seven  additional  graduate  nurses  allowed  but  not  yet  appointed. 
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Club,  Dr.  George  B.  Somers,  now  a  member  of  the  board  of  health,  pointec 
out  the  necessity  of  social  service  work  in  San  Francisco.     Referring  to  th< 
San  Francisco  Hospital,  he  said:    "The  San  Francisco  Hospital  is  a  unit  am 
stands  by  itself.     It  cares  nothing  for  patients  before  they  enter  or  afte 
they   are    discharged,    even   though   they    may    go    back    to    conditions   an< 
environment  which  will  cause  relapse  and  return  to  the  hospital."    This  wa 
the  condition  prior  to  the  establishment  of  the  social  service  department  a 
the  hospital.     At   the  present  time,   however,   it  is  the   duty   of  the  socia 
service  worker  to  visit  the  homes  of  patients,  to  find  out  what  condition 
are  and  how  they  may  be  remedied.     The  reports  of  the  activities  of  thi 
nurse   indicates    clearly   what   may    be    accomplished   by   the    social    servie 
worker  going  out  from  the  hospital. 

This  kind  of  service  spells  economy,  for,  if  the  discharged  patient  can  bj 
kept  at  home,  provided  with  clinic  care  or  other  medical  aid  needed,  and  tli 
conditions  causative  and  accompanying  his  illness  and  destitution  remove* 
the  city  is  thereby  saved  the  cost  of  caring  for  him  in  its  institutions.  Whil 
economy  is,  of  course,  not  the  chief  objective  in  hospital  social  service,  it  i 
well  to  lay  some  emphasis  on  the  considerations  of  economy. 

Out-Patient  Service  Needed 

No  provision  has  as  yet  been  made  for  the  opening  of  an  out-patiei 
department,  although  the  need  of  such  a  department  has  several  times  bee 
pointed  out  by  the  superintendent.  The  emergency  hospital  quarters  at  tl 
San  Francisco  Hospital  are  admirably  adapted  for  such  a  department  an 
the  out-patient  service  could  be  rendered  at  very  small  additional 
Medical  attending  service  would  no  doubt  be  volunteered  by  the  physiciaj 
of  the  city  and  great  assistance  could  be  rendered  by  the  internes,  to  who 
such  service  would  be  invaluable.  Little  nursing  service  would  be  requiri 
in  addition  to  that  already  available. 

The  out-patient   department   would  be  a  distinct  economy  since  it  won 
furnish  medical  service  to  many  patients  who  now  must  be  kept  in  beds 
the    hospital   wards   at   a    cost   of   about   $1.50   a   day.     In   the   interest 
economy,   therefore,   an   out-patient   service  should  be  provided   as   soon 
possible,  and  an  effort  made  to  eliminate  from  the  wards  those  cases  whii 
could  be  cared  for  in  the  out-patient  clinic. 

Hydrotherapeutic  Equipment  Unused 

The  San  Francisco  Hospital  is  provided  with  a  complete  equipment  i 
hydrotherapy,  including  shower  baths,  vapor  baths,  Nauheim  baths,  plum 
mechanical  apparatus  and  everything  that  could  be  desired  in  the  way 
such  equipment.     But  this  equipment  lies  idle  in  the  basement  because  !• 
provision  has  been  made  for  opening  this  hydrotherapeutic  department, 
is  false  enconomy  to  provide  facilities  of  this  kind  and  then  fail  to  use  the 
Since  the  use  of  hydrotherapy  is  of  proven  value  in  the  treatment  of  ma 
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oute  and  chronic  diseases,  the  failure  to  provide  such  treatment  represents 
u  actual  loss  in  mone)  because  patients  who  might  be  helped  by  it  are  not 
ble  to  secure  the  treatment. 

Teed  for  Psychopathic  Ward 

The  need  Cor  better  provision  for  the  care  of  the  insane  has  been  pointed 
ut  time  and  time  again  by  the  superintendent  of  the  hospital  and  represen- 
.itivc  physicians  of  the  community.  Dr.  Kay  Lyman  Wilbur,  in  an  address 
efore  the  Commonwealth  Club  in  July,  1915  (see  Transactions  of  Common- 
faith  Club,  July,  1915),  said: 

"It  is  a  great  resnonsibilty  to  care  for  the  insane.  The  only  proper 
way  to  treat  these  patients  is  in  a  hospital.  San  Francisco  should  take 
in  all  men  and  women  who  are  suspected,  and  study  them  and  have  them 
transferred  from  this  hospital  to  a  state  hospital.  It  is  ridiculous  for 
twelve  men  and  a  judge,  without  medical  training,  to  decide  when  a  man 
has  mental  disease." 

Dr.  George  B.  Somers,  at  the  same  meeting  of  the  Commonwealth  Club, 
dd: 

"At  present  the  insane  are  confined  in  cells  .  .  .  Shall  the  present 
system  be  perpetuated?  It  depends  upon  one's  attitude  toward  the  in- 
sane. Are  they  mentally  sick  and  in  need  of  hospital  treatment  or  are 
they  possessed  of  a  devil  which  needs  only  to  be  restrained?  Personally 
I  feel  that  these  patients  should  be  given  hospital  accommodations  dur- 
ing their  period  of  observation  and  examination  either  in  a  separate 
building  on  the  San  Francisco  Hospital  grounds  or  at  least  in  a  separate 
ward.  The  Los  Angeles  County  Hospital  provides  such  a  building,  where 
the  patients  have  the  benefit  of  a  resident  specialist,  good  nursing,  fresh 
air,  exercise,  hydrotherapy  and  massage.  It  is  found  that  a  considerable 
number  of  these  patients  are  only  temporarily  deranged  and  never  re- 
quire commitment." 

The  method  of  treating  the  insane  in  San  Francisco  is  barbarous.  Locked 
cells  at  the  detention  room,  without  facilities  of  any  kind  for  treatment 
id  not  even  with  the  sanitary  arrangements  necessary  for  comfort  and 
Jalth,  they  are  "railroaded"  to  the  asylums.  No  physician  or  any  other 
irson  can  decide  by  an  off-hand  casual  examination  of  a  few  minutes  or 
)urs  the  question  of  a  man's  sanity.  Many  persons  now  declared  insane 
id  sent  to  institutions  would  undoubtedly  recover  health  and  happiness  if 
'operly  cared  for,  as  has  been  found  in  Los  Angeles.  Commitment  to  an 
stitution  for  the  insane — by  whatever  name  it  be  called — puts  upon  that 
irson  a  stigma  which  he  can  never  remove  even  though  he  may  be  dis- 
larged  from  the  institution  as  cured. 

The  establishment  of  a  psychopathic  ward  at  the  San  Francisco  Hospital 
ud  the  placing  of  suspected  cases  of  insanity  under  observation  and  treat- 
ent  for  a  period  before  determination  of  sanity  or  insanity  is  made  means 
»t  only  justice  to  the  unfortunate  but  also  an  economy  to  the  state  and 
nnty.  The  more  people  who  can  be  kept  from  becoming  more  or  less  per- 
cent charges  of  the  county  or  state,  the  less  the  burden  upon  the  citizens. 
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Feeding  of  Patients  and  Employees 

A  two-weeks'  schedule  of  daily  menus  has  been  worked  out  for  the  Sai 
Francisco  Hospital  by  Professor  Jaffa  of  the  University  of  California.  A 
the  end  of  the  two-weeks'  period  the  menus  are  repeated.  This  dietary 
prepared  as  it  was  by  an  expert,  not  only  provides  a  well-balanced  ration 
but  is  also  a  very  economical  one.  The  feeding  of  institutional  patients  i: 
one  of  the  most  important  problems  in  institutional  management.  To  furnisl 
a  diet  that  is  appetizing,  nutritious,  easily  assimilable  and  at  the  same  tirai 
economical,  is  by  no  means  an  easy  task,  but  in  the  San  Francisco  Hospita 
this  problem  seems  to  have  been  solved  very  satisfactorily. 

The  superintendent,  resident  staff  and  all  other  employees  receive  the  sam 
food  as  patients.  In  view  of  the  fact  that  the  dietary  lias  not  been  com 
plained  of  by  employees  and  is  considered  by  the  superintendent  as  sufficien 
for  his  own  table,  it  may  fairly  be  assumed  that  it  is  a  very  satisfactory 
one,  for  a  frequent  cause  of  difficulty,  particularly  in  municipal  hospitals,  i 
the   complaint   of  employees  regarding   the    food. 

Kitchen  and  dining-room  service  is  in  every  respect  worth}'  of  the  insti 
tution.  Kitchens  and  dining-rooms  are  models  of  cleanliness  and  efficienc 
without  frills.  One  of  the  most  apparent  evidences  of  good  supervision  o 
these  services  is  the  complete  elimination  of  the  fly  nuisance.  This  is  by  n 
means  as  insignificant  as  it  might  appear.  The  kitchens  and  dining-room 
in  which  flies  are  numerous  are  certain  to  be  inefficient  in  general  serviw 
for  the  presence  of  flies  means  slovenliness  of  employees  and  lack  of  supei 
vision  of  employees  by  a  responsible  head,  both  of  which  mean  waste  an 
extravagance. 

Only  One  Chief  Cook  Needed 

At  present  a  chief  cook  is  employed  in  the  general  hospital  service  ; 
$1,200.  A  chief  cook  is  also  employed  in  the  tuberculosis  service  at  $1,2C 
a  year.  The  chief  cook  in  charge  of  the  general  hospital  kitchen  service  hi 
three  assistants  at  $1,080  each  and  the  chief  cook  in  charge  of  kitche 
service  in  the  tuberculosis  service  has  one  assistant  at  $1,080.  It  is  believe 
that  the  employment  of  two  chief  cooks  at  $1,200  is  unnecessary.  In  a  moi 
closely  co-ordinated  organization  there  should  be  a  single  head  to  the  kitche 
service  and  this  should  be  a  chief  cook.  The  tuberculosis  service  should 
under  the  supervision  of  an  assistant  cook  with  the  necessary  helpers. 

The  proper  preparation  of  food  for  the  tuberculosis  patients,  while  t'ul 
as  important  as  the  preparation  of  food  for  general  hospital  cases,  does  n< 
require  the  immediate  supervision  of  a  chief  cook.  The  dietary  is  arrang* 
on  a  schedule  as  already  pointed  out  and  the  personal  supervision  of  a  hig 
salaried  cook  in  this  position  is  not  believed  necessary. 

Care  of  Patients'  Property 

All  patients  admitted  to  the  San  Francisco  Hospital  must  first  attend  t1 
Central  Emergency  Hospital,   where   they   arc   examined.     At  this  time   '<■ 
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personal  effects  in  the  possession  of  the  patient  are  taken  np,  listed,  certified 
0  by  the  employees  responsible,  and  sealed  in  an  envelope,  as  described  in 

Inore   detail    in   the   section   on   Emergency  Hospitals.     When   the   patient   is 

Received  at  the  San  Francisco  Hospital,  this  envelope  and  contents  go  to  the 
voperty  clerk,  who  makes  two  copies  in  a  book  kept  for  that  purpose  of 
he  data  listed  on  the  outside  of  the  envelope.  One  copy  of  this  record  is 
orn  out  and  is  delivered  to  the  patient  as  his  receipt,  and  the  other  remains 
D   the  book  in  the  office.     This  record  is  further  transcribed  into  another 

I>ook  under  the  following  headings: 

Date  of  deposit ; 

Number  of  receipt; 

Name ; 

Coin ; 

Personal  effects ; 

Date — death  or  discharge; 

Remarks ; 

Checked  by; 

Disposition ; 

Date  of  disposition. 

All  entries  in  this  book  are  made  by  the  clerk  and  are  simply  copied  from 
rhe  original  record  for  his  own  convenience,  as  this  latter  book  may  be  used 
■or  several  years. 

This  system  of  records  of  property  is  a  satisfactory  one,  except  that  the 
|»riginal  record  made  by  the  clerk  should  be  made  in  a  duplicating  book 
Instead  of  being  made  in  two  copies  with  two  separate  writings.  The  latter 
Jnethod  takes  up  time  unnecessarily  and  offers  greater  possibility  of  error. 
I  f  the  second  copy  is  not  written  exactly  as  the  first,  there  is  opportunity 
or  error,  unintentional  or  intentional,  to  occur,  and  these  might  easily 
lesult  in  dispute  when  the  patient  is  leaving  the  hospital.     This  is  a  small 

■  latter,  but  worth  correcting. 

Jare  of  Patients'  Clothing 

The  clothing  of  patients  is  taken  to  a  room  in  the  basement  where  it  is 
terilized  by  formaldhyde  gas.  It  is  then  placed  in  a  condition  of  cleanli- 
ess  and  repair  by  the  employee  in  charge  of  the  patients'  clothing  room. 
\1\  articles  of  laundry  are  cleaned,  ironed  and  mended,  and  properly  tagged 
."ith  the  identifying  mark.  Clothes  are  cleaned,  pressed  and  repaired,  put 
l  pon  hangers  and  placed  in  lockers,  where  they  will  remain  in  good  condition 
|  ntil  wanted.  On  the  discharge  of  the  patient  from  the  hospital  he  receives 
is  clothing  all  in  perfect  condition  and  he  goes  out  clean  and  well  groomed, 
."ith  respect  for  himself  and  the  institution.     If  he  lacks  a  hat,  necktie,  belt 

■  r  other  accessory,  he  is  supplied  by  the  locker-man  from  extra  articles  which 
I  e  keeps  on  hand. 

Clothing  not  claimed,  owing  to  the  decease  of  the  patient,  is  kept  for  ten 
ays  following  a   notification   to   relatives.     It  is   then   disposed   of  to   the 
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charitable    organizations   of  the   city,    a   sufficient    number    of   articles    bring 
retained  to  supply  all  needs  of  outgoing  patients. 

This  system  cannot  be  too  highly  commended.  The  cost  is  little  but  its 
effect  upon  the  individual  is  a  far-reaching  one.  In  institution  after  institu- 
tion patients  have  been  observed  leaving  in  old,  wrinkled,  torn  and  other- 
wise disreputable  clothing — a  thing  which  should  not  be  tolerated  in  any 
institution.  The  man  who  goes  out  clean,  well  dressed  and  respectable,  has 
not  only  respect  for  the  institution,  but  also  is  given  a  fair  start  along  the 
road  to  a  job.  It  gives  him  a  different  point  of  view  and  a  different  out- 
look upon  life.  This  service  is  one  of  the  indications  of  the  humanitarian 
policy  upon  which  the  institution  is  conducted  and  is  worthy  of  the  highest 
approbation. 

Dispensing  of  Drugs — Formulary  Needed 

The  drug-room  is  in  charge  of  a  licensed  pharmacist  of  long  experience 
He  devotes  his  entire  time  to  his  duties  and  receives  a  salary  of  $1,500 
year.  One  assistant  druggist  at  $600  and  one  porter  at  $240  assist  him. 
All  drugs  and  pharmaceuticals  are  dispensed  upon  prescriptions  of  attending 
physicians  or  members  of  the  resident  staff  and  a  very  complete  record  is 
kept  of  the  dispensing  of  narcotics.  The  method  of  handling  and  storing 
drug  supplies  is  in  every  respect  satisfactory,  essentially  the  same  procedure 
being  followed  as  in  the  case  of  other  supplies.  The  drug-room  is  a  model | 
of  neatness  and  good  order. 

In  working  out  a  comprehensive  plan  for  the  standardization  of  hospital| 
service,  such  as  has  been  recommended  earlier  in  this  report,  special  atten- 
tion should  be  given  to  the  preparation  of  a  standard  formulary  for  use  byl 
attending   physicians,   resident    physicians,   house   officers   and  internes.     At 
present   attending  physicians  and  others  write  prescriptions  as  they  see  fit,j 
calling   for   almost   every   drug   in   the   pharmacopoeia.      The    druggist    mi 
therefore  keep  a  large  stock  of  drugs  on  hand  and  must  spend  much  of 
time  in  compounding  prescriptions.     Much  of  this  is  unnecessary.     A  formu-| 
lary  should  be  prepared  containing  the  formulae  and  uses  of  the  various  pi> 
parations  desired,  and  such  a  formulary  should  be  agreed  upon  by  represen-j 
tatives  of  all  the  attending  services.     The  druggist  could  then  make  up  stocl 
preparations  and  this  would  mean  economy  in  cost  of  materials  and  economy 
of  time. 

By  studying  this  formulary,  the  interne  would  familiarize  himself  wit 
the  prescriptions  used  and  the  method  of  writing  them  and  he  would  leai 
far  more  about  prescription-writing  than  if  he  did  not   have   such  a   guide: 


General  Stores-Keeping  and  Records 


The  general  stores-keeping  service  is  under  the  immediate  supervision  O 
a  commissary  clerk  at  $1,800  a  year.    He  is  assisted  by  a  storekeeper  at  $9 
and  two  porters  at  $25.00  a  month  each. 
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All  deliveries  upon  eontracl  are  checked  at  the  scales  by  the  commissary 
clerk  in  person.  No  shrinkage  is  allowed  and  the  weight  and  other  specifica- 
tions of  supplies  delivered  must  be  absolutely  as  represented  in  so  far  as  can 
be  determined  by  inspection.  It  may  he  well  to  emphasize  here  the  need  for 
giore  thorough  examination  and  testing  of  supplies  delivered  upon  contract. 
Eaeh  contract  calls  for  certain  very  definite  specifications  of  supplies,  but 
there  is  no  absolute  certainty  tbat  the  supplies  delivered  meet  these  specifica- 
tions. Their  are  many  supplies  for  which  ordinary  inspection  is  insufficient, 
and  for  these  the  laboratory  test  is  essential.  No  provision  is  made  at  present 
for  such  laboratory  tests,  although  in  several  instances  the  health  department 
chemists  have  been  asked  to  make  tests  for  the  various  institutions  of  the 
department. 

When  the  commissary  clerk  wishes  supplies,  he  makes  requisition  in  the 
ribed    manner.      (Discussion    of    the    entire    procedure    of    purchase    of 
upplies.  materials  and  equipment  will  be  found  in  that  section  of  the  survey 
{report  which  relates  to  the  city's  financial  procedure.)    It  is  sufficient  to  say 
1  Jthat  the  prescribed  procedure  is  well  carried  out  by  the  commissary  clerk  at 
the  hospital.    When  these  requisitions  have  been  authorized  by  the  superin- 
tendent and  the  demands  have  been  made  for  payment  and  approved  by  the 
hoard   of  health,   the  commissary   clerk  makes  a   record  of  the   facts   of  the 
requisition  and  segregates  the  expenditures  according  to  a  certain  schedule 
which  has  been  prepared  especially  for  the  hospital  by  the  commissary  clerk. 
It  has  been  pointed  out  in  the  section  of  this  report  dealing  with  the  organ- 
ization   and    administration    of   the    health    department    that   the    method    of 
;  segregating  expenditures  varies  in  each  of  the  institutions  under  health  de- 
partment control,  and  it  was  further  pointed  out  that  there  should  be  abso- 
lute uniformity  of  such  segregation  in  order  that  the  department  may  com- 
pare costs  in  its  various  institutions. 

The  storekeeper  keeps  a  careful  check  upon  all  disbursements  of  stores. 
,  All  orders  for  stores  must  be  signed  by  the  head  of  the  department  or 
livision  needing  stores  and  these  orders  must  be  countersigned  by  the  super- 
ntendent.  Xo  new  supplies  or  equipment  are  allowed  unless  evidence  of  need 
-s  furnished.  In  the  case  of  equipment,  old  articles  must  be  returned  before 
lew  ones  are  furnished,  and  the  superintendent,  by  his  supervision  and  in- 
vestigation of  requests  for  supplies,  makes  it  certain  that  such  supplies  are 
economically  used. 

The  storekeeper  keeps  a  card  index  in  which  a  complete  stores  record  is 
iept.  As  articles  are  received  in  the  storeroom,  the  storekeeper  enters  the 
late  and  amount  or  quantity  upon  their  proper  cards,  one  card  being  used 
for  each  kind  of  stores.  As  disbursed,  entries  are  made  upon  the  cards  of 
:he  date  and  amount  or  quantity  disbursed  and  to  what  ward  or  hospital 
nut  delivered.  It  is  possible,  therefore,  by  comparison  of  these  records  to 
;how  the  comparative  consumption  of  supplies  by  the  various  hospital  units, 
t  has  been  suggested  earlier  in  this  report  that  a  uniform  system  of  stores 
•ecords  based  upon  the  system  in  effect  at  the  San  Francisco  Hospital  and 
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Relief  Home  be  adopted  for  all  health  department  institutions,  the  system  at  j 
the  San  Francisco  Hospital  being  essentially  the  same  as  that  at  the  Relief 
Home. 

The  storeroom,  which  is  under  the  immediate  supervision  of  the  store- 
keeper, is  remarkable  for  its  neatness,  orderliness  and  arrangement  of  stores. 
Every  article  has  the  proper  place  and  is  kept  in  that  place.  Articles  which) 
might  deteriorate  if  left  exposed  are  properly  covered.  Racks  and  shelves 
are  provided  for  those  articles  which  should  be  off  the  floor,  and  the  whole 
picture  is  one  of  efficient  storekeeping — a  most  important  factor  in  economy) 
of  management. 

General  City  Laboratory 

With   the    completion   of  the   new   laboratory   building   at    the    city   andi 
county  hospital,  facilities  will  be  available  for  the  consolidation  of  all  health 
department  laboratories  in  this  one  building.     This  will  mean  eventually  a 
reduction   of  overhead   cost   and  reduction   also   in   the   cost   of   equipment.) 
When  this  is   done,  it  is  recommended  that   facilities  be  provided   for  the! 
chemical,   physical   and   bacteriological   examinations   necessary   for   all   city 
departments.      A    chemical    laboratory    should    be    provided    which    should1 
analyze  all  institutional  and  other  supplies  purchased  by  the  city.     Coal  and1 
oil  should  be  analyzed  to  determine  their  value  in  heat  units;  hospital  sup-' 
plies,   such  as  linen,  gauze,  rubber  gloves,   drugs  and   chemicals,   should  b< 
analyzed  to  see  that  the  city  is  getting  proper  return  for  money  expended 
In  short,  the  new  laboratory  of  the  health  department  should  be  expander  i 
into   a    general   testing   laboratory   for   all   articles   purchased.     No   article* 
should  be  accepted  which  do  not  conform  to  the  specifications  of  contract 
and  such  a  laboratory  would  inevitably  save  its  cost  each  year  in  enforcing 
the  contract  standards  demanded. 

Use  of  Watt  Meter  Urged 

Although  it  is  apparent  that  the  superintendent  is  endeavoring  to  secur«|l 
economy  in  the  use  of  electricity,  which  is  furnished  by  the  hospital  plant 
it  is  believed  that  a  Watt  meter  should  be  installed  so  that  the  exact  cos-: 
of   electricity  may  be  determined.     The   superintendent   states   that   he   has 
asked  for  this  several  times  but  thus  far  it  has  been  denied  him. 

Similarly,  provision  should  be  made  for  the  connection  and  use  of  wate: 
meters  throughout  the  building  and  grounds.  Such  installation  is  particu 
larly  needed  for  both  the  hot  and  cold  water  supply  in  the  laundry,  wheri 
waste  is  most  apt  to  occur. 

Use  of  Roofs  at  San  Francisco  Hospital 

No  provision  has  been  made  for  utilizing  the  roofs  of  certain  of  th 
hospital   buildings.      The    general   structure    of   these   buildings   permits   th 
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us,'  of  all  root's,  bul  at  present  the  roof  of  the  nurses'  home,  the  roof  of 
the  large  service  building  and  the  roof  of  the  new  pathological  building  arc 
not  used  in  any  way.  With  very  little  additional  cost  the  roofs  of  all  of 
these  buildings  could  be  equipped  for  use  by  patients  or  by  employees. 
Tennis  and  hand  ball  courts  could  be  constructed  upon  roofs  for  use  of 
internes  and  nurses  and  this  would  add  considerably  to  the  attractiveness 
;of  the  service.  At  present  the  arrangement  of  hospital  grounds  does  not 
permit  the  use  of  the  grounds  for  the  recreation  of  physicians  or  nurses, 
githough  this  is  recognized  as  a  necessity  in  all  large  institutions  of  this 
kind. 

Examination  of  Packages  Delivered  to  Patients 

Provision  should  be  made  for  establishing  a  better  control  over  the  intro- 
duction into  the  hospital  by  friends  of  patients  of  contraband  goods.  Friends 
and  relatives  of  patients  are  allowed  to  visit  patients  as  often  as  desired 
during  visiting  hours — and  this  is,  of  course,  quite  proper,  but  no  visitor 
should  be  allowed  to  carry  any  package  into  the  hospital  wards.  A  nurse 
or  other  employee  should  be  detailed  at  the  gatemairs  lodge  or  in  the  main 
corridor  of  the  hospital  to  intercept  and  confiscate  all  packages  and  bundles. 
These  should  be  opened  and  examined  and  if  nothing  is  found  of  a  contra- 
band nature  should  be  properly  labeled  and  sent  to  the  wards  to  be  dis- 
tributed to  patients  by  the  nurse  in  charge. 

Cost  of  Hospital  Service 

The  only  method  of  presenting  figures  of  cost  which  will  be  of  compara- 
tive value  is  to  calculate  the  per  patient  per  day  cost.  This  is  done  by 
dividing  the  total  expenditure  of  an  institution  for  a  given  year  by  the 
total  number  of  days  actually  spent  by  patients  in  the  hospital.  Lacking 
available  figures  as  to  the  number  of  days  actually  spent  by  patients  in  the 
San  Francisco  Hospital,  there  is  no  way  in  which  cost  figures  can  be  ob- 
tained which  may  properly  be  compared  with  cost  figures  of  other  insti- 
tutions. The  superintendent  of  the  hospital  estimates  his  per  capita  cost  by 
dividing  the  total  appropriation  for  hospital  service  by  the  bed  capacity 
times  365,  the  number  of  days  in  the  year.  This  gives  only  the  average 
daily  cost  per  bed  and  tells  nothing  of  what  it  actually  costs  per  day  for 
each  patient.  There  are  times  in  the  year  when  many  hospital  beds  are 
not  occupied,  but  the  average  daily  cost  per  bed  is  not  affected  by  this 
non-occupancy  of  beds.  The  test  of  the  cost  of  hospital  service  must  be  made 
upon  a  basis  of  bed  occupancy  rather  than  bed  capacity. 

Certain  facts  may,  however,  be  brought  out  by  a  comparison  of  such 
cost  figures  as  may  properly  be  compared  in  institutions  of  similar  character. 
There  are  three  large  hospitals  in  New  York  City  in  which  the  service  is 
very  similar  to  that  of  the  San  Francisco  Hospital,  namely,  the  Metropolitan 
Hospital,  the  City  Hospital  and  the  Kings  County  Hospital.    In  the  following 
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table,  which  is  made  up  from  data  found  in  the  report  of  the  department 
charities  of  the  City  of  New  York  for  1914  (last  available  report)  and  from 
the  appropriation  for  the  San  Francisco  Hospital  in  the  1916-17  budget, 
some  interesting  facts  are  brought  out : 


HOSPITAL 


Bed 

Cost 

( lapse- 

Personal 

ity 

Serviee 

Cost  Other 

than 
Personal 
Service 


Total 
Cost 


Average 

Daily 

Cost  per 

Bed 


Metropolitan  Hospital,  N.  Y.  City.  .  .  1,590  $188,440.24  $387,141.90  $575,582.14  .99 

City  Hospital,  N.  Y.  City 863       121,460.39       205,738.23  327,198.62  1.05 

Kings  County  Hospital,  N.  Y.  City..  1,185       201,374.96       261,541.40  462.916.36  1.07 

San  Francisco  Hospital    692       163,576.00*     175,550.00*  339,126.00*  1.34 


♦Figures  based  on  1916-17  budget  as  allowed. 

It  will  be  seen  that  the  average  daily  cost  per  bed,  which  is  the  only  basis 
of  comparison  possible  because  of  lack  of  data  regarding  the  number  of  days 
spent  by  patients  in  the  San  Francisco  Hospital,  is  very  much  higher  in  the 
San  Francisco  Hospital  than  in  any  of  these  New  York  hospitals.  There  is 
not  such  great  variation  between  the  New  York  hospitals  themselves,  how- 
ever. From  these  figures  it  is  also  seen  that  the  average  daily  cost  per  bed 
at  the  San  Francisco  Hospital  is  :}.">  cents  more  than  at  the  Metropolitan 
Hospital,  29  cents  more  than  at  the  City  Hospital,  and  27  cents  more  than 
at  the  Kings  County  Hospital.  This  means  a  very  considerable  increase 
when  computed  on  the  basis  of  692  beds  and  for  a  year's  period.  Thirty-five 
cents  a  day  for  each  of  692  beds  means  in  a  year's  period  a  total  of  $88,40 
29  cents  a  day  for  each  of  692  beds  means  in  a  year's  period  a  total 
$73,248.20;  27  cents  a  day  for  692  beds  means  in  a  year's  period  $68,096.60 

It  has  already  been  suggested  that  the  construction  of  the  San  Francisc 
Hospital  does  not  make  for  economy  because  of  the  heavy  cost  for  person 
service  which  a  hospital  so  built  requires.     It   should   also  be   pointed  o 
that  the  California  eight-hour  law  for  women  prevents  the  employment 
nurses  and  other  women   employees  more  than  eight  hours  in  any  one  da 
This   means   that   three   complete   shifts    of   employees   are    required — a    con- 
dition which  does  not  exist  in  Eastern  hospitals.    Furthermore,  skilled  labor, 
such   as   plumbers,    engineers,   painters,   carpenters,    automobile    drivers,    etc., 
must  be  paid  at  the  union  scale.     This  condition  also  is  not  found  in  Eastern 
hospitals. 

While  there  is  no  desire  ou  the  part  of  the  investigator  to  agitate  the 
labor  question  as  applied  to  the  San  Francisco  Hospital,  it  is  no  more  than 
fair  to  state  that  the  labor  unions  are  adding  considerably  to  the  cost  for 
personal  service  in  the  hospital.  As  an  instance  of  the  influence  exerted 
by  the  unions  upon  hospital  employment,  we  may  cite  the  following  instance 
from  the  minutes  of  the  board  of  health  of  March  16. 

The  San  Francisco  Labor  Council  Avrote  the  board  as  follows : 


"The  janitors  at  the  San  Francisco  Hospital  are  receiving  salaries 
of  $20  and  $25  per  month  and  maintenance.     The  Labor  Council  does 
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not  consider  this  wage  sufficient  to  permit  of  these  men  living  and 
clothing  themselves  decently.  To  place  them  on  a  par  with  other 
janitors  in  the  municipal  service,  we  suggest  that  their  salaries  be  in- 
creased to  about  $45  per  month  and  maintenance.  The  average  wage 
paid  to  janitors  in  private  employment  is  $70  per  month  and  in  the 
City    Hall    and    Hall  of  Justice   $90   per  month." 

While  it  is  not  within  the  province  of  this  particular  survey  to  suggest 
,vhat  the  rates  for  janitors  should  be  within  the  city  service — this  being  a 
<ivil  service  problem  and  one  which  requires  a  very  careful  study  of  employ- 
nents  in  private  as  well  as  public  servic< — it  is  within  the  province  of  this 
•eport  to  comment  upon  the  situation  as  it  exists  in  the  San  Francisco  Hos- 
pital. It  is  believed  that  no  increase  should  be  allowed.  To  pay  janitors 
i>45  a  month  with  maintenance  means  putting  them  almost  on  a  par  with 
he  hospital  nurses.  In  outside  employment  $70  to  $90  a  month  is  more 
"han  a  janitor,  performing  the  same  kind  of  service  as  is  performed  by 
anitors  at  the  San  Francisco  Hospital,  can  command  in  any  other  city  than 
San   Francisco. 

Another  communication  to  the  hoard  of  health  from  the  San  Francisco 
Labor  Council  suggested  that  elevator  men  at  the  San  Francisco  Hospital 
who  receive  $60  a  month  and  maintenance  be  increased  to  $90  a  month  with- 
out maintenance,  because  elevator  men  at  the  City  Hall  and  Hall  of  Justice 
receive  $90  a  month,  and  board  and  lodging  at  the  San  Francisco  Hospital 
s  estimated  at  about  $25  a  month.  All  the  reasons  here  given  are  faulty. 
Maintenance  at  the  San  Francisco  Hospital  does  not  cost  the  city  $25  a 
uonth  for  each  employee,  although  it  is  easily  worth  that  to  the  employee 
"!or  it  is  far  better  maintenance  than  he  could  secure  outside  for  $25  a  month. 
Neither  is  the  work  of  an  elevator  man  at  the  San  Francisco  Hospital  to  be 
'ompared  with  that  of  elevator  men  at  the  City  Hall  and  Hall  of  Justice. 
Except  during  visiting  hours,  the  duties  of  an  elevator  man  at  the  San 
Francisco  Hospital  cannot  by  any  stretch  of  imagination  be  considered 
irduous. 

These  two  examples  are  perhaps  sufficient  to  indicate  how  the  labor 
Droblem  is  reflected  in  cost  at  the  San  Francisco  Hospital,  and  emphasize 
:he  necessity  of  having  a  complete  study  made  of  employments,  both  public 
md  private,  within  the  city  in  order  that  certain  standard  measurements 
nay  be  applied  to  municipal  employment.  It  is  not  believed  that  it  is  prop- 
erly within  the  province  of  the  Labor  Council  to  dictate  the  payment  of 
salaries  and  wages  in  an  institution  which  is  conducted  solely  as  a  public 
marity.  The  workman  who  becomes  ill  may  receive  at  the  San  Francisco 
Hospital  as  good  care  as  the  city  affords.  The  institution  is  really  con- 
nected for  the  benefit  of  the  wage  earner.  If  employees  at  the  San  Fran- 
iisco  Hospital  were  underpaid,  if  their  living  conditions  were  improper,  if 
here  was  extraordinary  hazard  of  labor  there,  that  would  be  another  story. 
3n  the  contrary,  employees  are  fairly  paid,  even  if  not  at  the  union  scale 
n  all  cases;  they  are  furnished  with  as  good  food  as  money  can  buy  and  it 
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is  excellently  prepared ;  they  live  in  quarters  that  put  to  shame  the  beflj 
hoarding  houses  of  the  city  as  regards  cleanliness,  light,  ventilation  and 
comfort  of  the  occupant,  and  occupational  hazard  is  practically  eliminated. 

In  comparison  with  the  Metropolitan  Hospital  in  New  York  City,  the  San 
Francisco  Hospital,  with  only  43  per  cent  as  great  bed  capacity,  spends  about 
87  per  cent  as  much  for  personal  service,  although  but  only  45  per  cent  as 
much  for  other  than  personal  service ;  San  Francisco  Hospital,  with  80  per 
cent  as  great  bed  capacity  as  the  City  Hospital  in  New  York  City,  spends 
134  per  cent  as  much  for  personal  service  and  85  per  cent  as  much  for  other 
than  personal  service;  the  San  Francisco  Hospital,  with  58  per  cent  as  great 
bed  capacity  as  the  Kings  County  Hospital,  spends  81  per  cent  as  much  for 
personal  service  and  67  per  cent  as  much  for  other  than  personal  service. 
It  will  be  seen,  therefore,  that  the  great  increase  in  cost  of  the  San  Francisco 
Hospital  as  compared  with  these  other  institutions  is  in  personal  service. 

No  criticism  of  the  management  of  the  San  Francisco  Hospital  is  con- 
tained in  the  above  statements.  It  is  believed  that  the  hospital  is  being 
economically  administered  in  view  of  the  service  required  in  an  institution 
of  this  type  and  under  the  conditions  of  employment  forced  upon  it  by  law 
and  the  Labor  Council,  but  it  is  proper  to  emphasize  again  that,  if  economy 
is  to  be  aimed  at,  the  city  of  San  Francisco  should  make  economy  of  oper- 
ation  a  consideration  in  designing  new  hospitals  or  institutions  so  that 
efficient  service  may  be  rendered  with  a  smaller  outlay  for  personal  service, 
and  that  more  serious  consideration  be  given  to  the  problems  of  employment 
in  public  service. 

It  is  urged,  however,  that  cost  records  be  prepared  by  the  superintendent 
on  the  patient-day  basis  as  suggested  in  order  that  proper  comparison  may 
be  made  with  other  institutions  of  similar  character.  Comparisons  of  this 
kind  are  very  useful  when  the  same  standards  of  measurement  are  used,  and 
comparison  of  other  hospital  services  with  the  San  Francisco  Hospital  service 
unit  by  unit  would  no  doubt  show  ways  in  which  certain  economies  may 
be  effected. 


Emergency  Hospitals 


Organization  and  Personnel 


The  general  organization  and  personnel  of  the  Emergency  Hospital  service 
is  shown  in  the  accompanying  Chart  "A2**.  This  branch  of  the  health  de- 
partment is  under  the  direct  supervision  of  a  chief  surgeon  who  is  responsible 
to  the  health  officer  and  through  him  to  the  board  of  health. 

The  Emergency  Hospital  service  is  entirely  separate  from  the  San  Fran- 
cisco Hospital,  with  the  exception  of  the  Mission  Emergency  Hospital  lo- 
cated in  the  San  Francisco  Hospital,  which  supplies  the  medical  and  nursing 
service  required. 


CHffRT/12. 


3ANFR 
H  O! 


AV/am/osr  £mt 
/oc<r/+<Jof  S, 


MISSION  EMERGENCY  "CO  EMERGENCY 


HOSPITAL 


H  O  S  P  I  T  A  l_ 


£rrTer<?c/7cy  care  or"  9/cA      7*"cy  cww  of  s/cA 
frt  /tf'3S/o/-7  OJ&fr-/c?~  f/rero  £>/sfr/c/- 


STCrv**om  30/2OO*  3  6ocro'vs  3@/32o$396o 

&»**VL*ftC£ o*M*s  3  ./2oo     Sioo**^5  -*     /2oo    JSSOO 

*£s.iEr*Trrr«ro-(a*fro*T*e#o~   "  /  Soo 

0*/V£/?S  3  &/20  0    3  6  OO 


NOTE 


/W/55/o^  Emergency 


PRESENT   ORGANIZATION    OF  EMERGENCY  HOSPITAL 
SAN  FRANCISCO    CAl_. 

A3    or    JULY      I      |  9|6 


CH0RT/1Z. 


JANFRANCPSCO 
HOSP1TAU 


Hoepi/o/.  ~/»c/r  cooperefei 

7 


i  MISSION  EMERGENCY 
HOSPITAL         w 


tmrqt/tcy  cor*  ofs/cA 
Qua 'amJbt//o/7ce  strv/ce 
i»  /ffies/o/7  DJs/r/cr 


STttf**0§  SQIZoo*  3  6oc 

t+>imtc*ni*t3  ./too  36oc 
KiWST*rr*fO'  (U*  P0HT*t*O 
ttitfiSCHCY  HQ%f*tT*t.) 


'NOTE: 


PARK    EMERGENCY 
HOSPITAL 


Smerpesfcy  care  of  e/cA 
arte/  om£>c//or?ce  seme* 
ft*   f>ar/c    £>/s/-r/ct 


Sts*G£or*S  3{S>/320*39& 

5T£W/9*TO*  3       /ZOO    3  60 

&ffaoLA*crO*fY£irs  3      /  2  oo  3  6  oo 

tf£i./£r  BT£Yr/9*0  *(S££   M*M&Oi 


EMERGENCY  HOSPITAL 


Emergency  care  of  /fie  tnd/aertr 
s/cA;  opera //orf  of  a/rrSv/onc  e 
sery/ce  fhroua-frour  f/?e  cJ/y 


GENERAL  ADMINISTRATION 

Cr*/£f  ST£W/TffD 
CL£PrC  ST£/VOGPAPH£r? 


CENTRAL  EMERGENCY 
HOSPITAL 


£rT>er<?&r?cy  care  of  s/'cA 
ar?a"  arr>£tc//ar?ce  sery/ce 
/r?  Cerr/ra/  O's/r/cf 


C^f/nr  Sv/?Gro*  (sec  rteo**) 
St£#/?/?o   (    ■■  ) 

S(//tG£0/v9    (■7?£I)3@'320*3  96C 
$r£r*/*?/?os  3  -  'Zoo    3  6  CO 

fffLttr  ST  £****£>  /2oo 

0r*iatsi-*9r*C£  -     3  ./zoo     3€oo 
A/vr*9£9  3  -  'o*o     3S  +  o 

Put***.  /VW3£S      3  -    /■*•*        ^34 

r?/*rac/j.r?A/c£  >.       3  -  /eoo   j6oo 

S£#"fS  T/?£3  S  J2Q 


DETENTION  HOSPITAL 


Car*  of  suspec/ed  coses 
/r?6e*r?/fy  rre/dfor  exp/rtf/ioftorr 
6y  Jnsarr/fy   c  orr?rrt/s  5/ or? 


ST£YY*?r?09 
#£L  t£r    - 
A7'*7-/?OAf9 


3  &/SOO*  360i 
/  2ot 
3  -   900   288< 


-       ■     urgtcot  and /7</rj//7^  care  supp//ed by  Son  Frarrc/sco  Hosp/ta/ 


HARBOR  EMERGENCY 
HOSPITAL 


Smeraerrcy  core  of  s/cA 


$U#G£OHS 3  &/3SO*  3Sf60 
$T£-W/?#OS  3  ~/20o    36oo 

r?£t-f£r-  m  l  Zoo 

SStS/?S£9  3  m/oSo     3£4o 

/t*iauL*#cc Omt£X3  3  m  /2oo    3  6oo 


PORTRERO  EMERGENCY 

HOSPITAL 
£/rterg*s*cy  core  ofs/cA 
/s?  Por/r-ero  £>/arr/cf 


Sc//7Gi£ro/^s 

ST£tvW?OG 

p£j./£-r-  ~ 


3&/320&396 
3     /ZOO    3  6C 
/  2oo 


TM£  /Vf*v    YOfM  0u#£+1u   Or  /*tV'e/f*>mi.  &£9£*&C>* 


Department  of  Public  Health  481 

Emergency  Hospital  Service  Should  Be  Part  of 
San  Francisco  Hospital 

In  Chait  -  P.".  which  outlines  the  proposed  organization  of  the  depart- 
ment of  health,  it  will  be  noted  thai  the  entire  Emergency  Hospital  service 
fcas  been  placed  under  the  control  of  the  San  Francisco  Hospital.  For 
efficiency  and  greatest  economy  of  administration  this  is  believed  to  be  a 
necessary  step.  The  Emergency  Hospitals  are,  in  fact,  feeders  for  the  San 
Francisco  Hospital  and  in  nowise  are  the  problems  of  management  distinct 
from  the  San  Francisco  Hospital's  problems.  If  the  San  Francisco  Hospital 
is  to  be  charged  with  the  care  of  patients  sent  to  it  through  the  Emergency 
Hospital  Service,  it  should  have  the  power  of  passing  upon  such  admissions. 
Further  reasons  for  such  a  change  in  organization  will  be  developed  later 
:in  this  report. 

Emergency  Hospital  Service  Commendable 

No  criticism  of  the  Emergency  Hospital  Service  in  its  broader  aspects 
can  be  offered  by  the  investigator.  The  records  of  the  institution  show,  in 
general,  promptness  and  efficiency  of  service,  and  the  supervision  of  service 
by  t  lie  chief  surgeon  and  the  steward  is  highly  satisfactory.  The  equipment 
of  the  Emergency  Hospitals  is  adequate  to  meet  the  needs  of  the  various 
districts   served. 

The  development  of  a  system  of  emergency  hospitals  of  this  type  is  a 
long  step  forward  in  health  department  service.  While  it  must  be  admitted 
that  it  is  perhaps  more  expensive  in  operation  than  the  subsidizing  of -the 
ambulance  service  of  private  hospitals  or  the  operation  of  ambulance  service 
from  a  large  municipal  hospital,  it  cannot  be  gainsaid  that  the  San  Francisco 
plan  provides  more  prompt  attention  in  emergency  cases  and  in  all  prob- 
ability more  adequate  care. 

Certain  features  of  Emergency  Hospital  service  may,  it  is  believed,  be 
improved  upon  without  impairing  in  any  way  the  general  excellence  of  the 
service.  The  chief  problem  is  one  of  economy,  particularly  in  personal 
service,  and  an  effort  will  be  made  in  succeeding  paragraphs  to  point  out 
how  this  may  be  accomplished. 

Assignment  and  Duties  of  Surgeons 

As  shown  in  Chart  "A2",  there  is  a  chief  surgeon  at  $2,400,  who  devotes 
only  a  part  of  his  time  to  the  service,  and  12  surgeons  on  part  time  who 
receive  $1,320  a  year  each.  Medical  service  for  the  Emergency  Hospitals 
costs,  therefore,  $18,240. 

The  chief  surgeon  and  his  twelve  assistants  are  appointed  by  the  board 
of  health  and  are  exempt  from  civil  service  as  authorized  by  charter.  The 
time  required  of  the  chief  surgeon  is  not  definitely  fixed,  except  that  he  is 
required  to  exercise  general  supervision  of  the  service,  to  visit  all  emergency 
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hospitals  at  least  once  each  week  and  is  subject  to  call  to  any  hospital  for 
all  major  cases  and  to  perform  all  capital  operations  day  or  night.  The 
time  required  of  the  chief  surgeon  depends,  therefore,  largely  upon  the 
necessities  of  the  service.  The  twelve  assistant  surgons,  three  of  whom  are 
assigned  to  each  of  the  four  emergency  hospitals,  namely,  the  Central,  Po- 
trero,  Park  and  Harbor  Emergency  Hospitals,  work  upon  shifts  of  three 
hours  each,  only  one  surgeon  being  on  duty  during  a  three-hour  period. 
One  physician  comes  on  duty  at  9  a.  m.,  and  remains  until  12  m. ;  another 
is  on  duty  from  12  m.  to  3  p.  m. ;  and  a  third  from  3  p.  m.  to  6  p.  m. 
At  other  times  they  are  on  call  as  may  be  needed. 

A  schedule  of  assignments  is  made  out  each  month  by  the  chief  surgeon, 
the  assistant  surgeons  being  rotated  in  service  as  to  hours  and  hospital 
assignment  so  that  each  surgeon  has  service  in  all  hospitals,  except  the 
Mission  Hospital,  during  the  year  and  is  enabled  to  adjust  the  hours  of  his 
private  practice  satisfactorily  without  interfering  with  the  emergency  service. 
The  regular  duties  of  surgeons  are,  in  general,  to  examine,  treat  and  de- 
termine the  disposition  of  emergency  patients  admitted  and  applying  for 
admission  to  the  San  Francisco  Hospital  or  Relief  Home. 

Economy  in  Medical  Service  Recommended 

As  has  already  been  recommended  in  that  section  of  this  report  relating 
to  general  administration  of  the  health  department,  all  physicians  and  sur- 
geons in  health  department  service  should  be  put  upon  full-time  service, 
except  the  chief  surgeon  of  the  Emergency  Hospital  service,  and  all  should 
be  under  civil  service.  Part-time  service  in  public  health  work  has  proven 
itself  a  failure  in  almost  every  instance  in  other  American  cities  and  the 
exemption  of  physicians  in  public  service  from  civil  service  qualifications 
permits  the  use  of  political  influence,  not  only  in  filling  these  positions,  but 
also  upon  the  service  rendered  by  such  exempt  employees.  As  has  been 
pointed  out,  the  placing  of  physicians  under  civil  service  will  require  charter 
amendment,  but  this  is  not  an  insurmountable  obstacle. 

The  placing  of  emergency  hospital  surgeons  upon  full  time  need  require 
no  additional  expense,  provided  a  different  method  of  selection  of  surgeons 
obtains.  The  appointments  to  the  emergency  hospital  service  should  be  made 
from  the  number  of  house  officers  of  the  San  Francisco  Hospital.  If  the 
plan  of  reorganization  of  the  resident  staff  at  the  San  Francisco  Hospital 
is  adopted,  the  hospital  internes  would  have  opportunity,  dependent  upon 
their  efficiency,  of  becoming  house  officers.  From  positions  as  house  officers 
they  could  advance  to  positions  as  resident  or  assistant  resident  physicians 
at  the  San  Francisco  Hospital  or  go  out  into  the  emergency  hospital  service. 
Thus,  a  career  would  be  opened  for  the  interne  and  it  is  believed  that  many 
internes  would  be  glad  to  take  advantage  of  it  not  only  for  the  compensa- 
tion allowed  but  also  for  the  valuable  experience  which  they  would  receive. 

One  full-time  surgeon,  selected  as  recommended,  should  be   assigned  to 
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each  Emergency  Hospital  with  the  exception  of  the  Mission  Hospital.  Quar- 
ters should  be  furnished  for  each  surgeon  at  the  Emergency  Hospital  to 
which  he  is  assigned,  and  he  should  be  on  duty  there  day  and  night.  Rota- 
tion of  the  four  surgeons  so  assigned  through  all  of  the  Emergency  Hospitals 
could  be  provided  as  under  the  present  plan.  One  interne  from  the  San 
Francisco  Hospital  should  be  detailed  as  an  assistant  to  the  surgeon  at  the 
Talk  and  Potrero  Hospitals  and  two  internes  at  each  of  the  other  two  hos- 
pitals, namely,  the  Harbor  and  Central  Hospitals,  where  the  service  is 
heaviest,  in  order  that  internes  may  have  the  experience  in  emergncy  surgi- 
cal work  necessary.  If  it  is  necessary  to  increase  the  number  of  internes  at 
the  San  Francisco  Hospital  to  this  end,  this  would  cost  only  $720  a  year  on 
the  basis  of  the  present  salary  schedule  for  internes.  The  salaries  of  Emer- 
gency Hospital  surgeons  on  full  time  should  be  $1,800  a  year  and  their  terms 
of  service  so  arranged  as  to  terminate  coincidently  with  the  termination  of 
the  terms  of  service  of  house  officers  at  the  San  Francisco  Hospital,  so  that 
these  house  officers  would  have  an  opportunity  to  step  immediately  into  the 
Emergency  hospital  service. 

The  cost  of  medical  service  at  the  Emergency  Hospital  under  this  plan  as 
compared  with  the  cost  of  the  present  plan  is  shown  in  the  following 
schedules: 

Present  Schedule  Proposed  Schedule 

Chief  surgeon    $  2,400  Chief  surgeon    $  2,400 

Burgeons,  12    15,840  Surgeons,  4  at  $1,800 7,200 

Internes,  6  at  $120 720 


Total    $18,240  Total    $10,320 

Thus,  the  proposed  schedule  would  save  annually  for  medical  service  in 
Emergency  Hospitals  $7,920  without,  it  is  believed,  hampering  the  service, 
but  rather  improving  it.  In  emergency,  additional  internes  could  be  requi- 
sitioned from  the  general  interne  staff  of  the  San  Francisco  Hospital. 

Promotion  of  San  Francisco  Hospital  Nurses  to 
Emergency  Service 

Three  trained  nurses  are  assigned  to  the  Central  Hospital  and  three  to 
the  Harbor  Hospital,  the  service  being  heaviest  at  these  two  hospitals.  These 
nurses  work  on  eight-hour  shifts  as  follows:  8  to  4,  4  to  12,  12  to  8  and 
receive  $1,080  a  year.  In  addition,  there  were  at  the  time  of  this  study 
three  pupil  nurses  assigned  to  emergency  hospitals  from  the  San  Francisco 
Hospital,  this  being  a  part  of  their  training,  but  their  salaries  are  paid  by 
the  emergency  hospital  service.  It  may  be  pointed  out  in  this  connection 
that  it  is  fully  as  desirable  for  internes  as  for  pupil  nurses  in  the  San  Fran- 
cisco Hospital  to  receive  emergency  hospital  experience. 

Under  the  plan  of  reorganization  proposed— whereby  the  emergency  hos- 
pital service  is   included  under   the   San   Francisco   Hospital   service,   these 
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nurses  would  be  under  the  same  supervision  as  other  nurses  in  the  San 
Francisco  Hospital.  As  the  nature  of  Emergency  Hospital  work  does  not 
permit  the  nurses  engaged  in  this  service  to  live  at  the  San  Francisco  Hos- 
pital, the  present  salary  schedules  for  these  nurses  should  be  continued.  The 
same  procedure  should,  however,  be  followed  here  as  in  the  case  of  surgeons, 
i.  e.,  the  nurses  of  the  emergency  hospital  service  should  be  selected  from 
the  nursing  staff  of  the  San  Francisco  Hospital  on  the  basis  of  competitive 
examination.  The  pupil  nurses  should  have  before  them  the  prospect  of 
advancement  through  their  own  ability  and  efficiency  of  service  and  the 
fact  that  as  pupil  nurses  they  have  had  experience  in  emergency  hospital 
service  would  make  them  particularly  fitted  for  the  more  important  positions. 

No  Change  In  Steward  Service  Recommended 

The  chief  steward  of  the  emergency  hospital  service  has  authority  over 
all  employees  except  the  surgeons,  and,  in  the  absence  of  the  chief  surgeon, 
is  in  full  authority  with  power  to  suspend  any  of  them.  The  present  in- 
cumbent is  well  trained  and  well  qualified  for  this  position  and  it  is  believed 
is  rendering  very  efficient  service.  He  receives  a  salary  of  $2,100  a  yea* 
and  earns  it. 

According  to  the  schedule  of  stewards  in  service  July  3,  1916,  there  were 
three  stewards  and  three  ambulance  stewards  regularly  assigned  to  the 
Central  Hospital,  three  to  the  Harbor  Hospital,  three  to  the  Potrero  Hos- 
pital, three  to  the  Park  Hospital,  three  to  the  Mission  Hospital  and  three 
to  the  detention  hospital.  In  addition,  one  relief  steward  is  assigned  to  the 
Central  Hospital,  one  to  the  Harbor  and  Park  Hospitals,  one  to  the  Mission 
and  Potrero  Hospitals  and  one  to  the  detention  hospital.  This  gives  a  total 
of  twenty-one  regularly  assigned  stewards  and  four  relief  stewards.  In  the 
budget  of  1916-17,  no  allowance  is  shown  for  relief  stewards,  the  salaries 
of  these  employees  evidently  being  paid  out  of  the  maintenance  funds  of 
the  emergency  hospital  service. 

Each  steward  is  on  duty  eight  hours  a  day  according  to  the  following 
schedule:  8  to  4,  4  to  12,  12  to  8.  During  the  steward's  hours  of  service 
it  is  his  duty  to  respond  to  all  ambulance  calls  and  render  first  aid  and  when 
not  on  ambulance  service  to  assist  the  surgeon  in  the  care  and  treatment  of 
patients  and  in  performing  such  other  necessary  work  as  an  orderly  as  may 
be  required. 

Since  the  Central  Emergency  has  by  far  the  heaviest  service,  three  ad- 
ditional stewards  have  been  assigned  to  duty  there.  Even  under  ordinary 
conditions  this  service  is  a  very  busy  one,  and  at  the  time  of  an  accident  in 
which  a  large  number  of  people  are  injured,  as  in  the  recent  bomb  explosion, 
the  services  of  all  employees  are  taxed  to  the  utmost.  No  change  in  the 
existing  schedule  of  stewards  and  their  salaries  is  believed  necessary  or 
advisable  except  that  in  accordance  with  the  general  plan  of  reorganization 
they  be  considered  a  part  of  the  San  Francisco  Hospital  force. 
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Ambulance  Service  Excellent 

Tin-  ambulance  service  of  the  Emergency  Hospitals  is  worthy  of  the 
highest  commendation.  The  records  of  service  show  a  promptness  and 
efficiency  in  handling  calls  which  it  is  believed  could  not  be  improved  upon. 
The  ambulance  driver  attends  to  the  mechanical  efficiency  of  his  car  and 
!the  steward  sits  thai  the  equipment  of  the  cars  and  the  supplies  needed  are 
kept  in  order  and  complete. 

The  salaries  paid  for  ambulance  drivers  are  not  excessive  judged  by  the 
prevailing  rates  of  pay  for  this  kind  of  service  in  San  Francisco.  No  change 
of  the  existing  schedule  is  therefore  recommended  at  this  time. 

Care  of  Ambulance  Bags — Standards  Needed 

The  steward  carries  with  him  in  the  ambulance  when  attending  a  patient 
a  bag  containing  emergency  supplies  to  be  used  in  giving  first  aid.  These 
bags  were  all  found  to  be  in  excellent  order  but  an  examination  of  the  con- 
tents of  the  bags  showed  that  there  was  little  uniformity  in  the  quantity 
or  kind  of  supplies  carried  by  the  stewards.  While  nothing  was  found  in 
the  bags  to  indicate  that  the  stewards  were  taking  advantage  of  this  lack 
of  standards  by  carrying  unwarranted  supplies  or  equipment,  it  is  believed 
a  definite  standard  for  outfitting  the  bags  carried  by  the  stewards  should 
be  adopted  and  maintained.  The  chief  steward  should  examine  the  contents 
of  the  bags  when  he  makes  his  rounds  of  the  various  hospitals  and  should 
check  up  the  contents.  Between  calls  it  should  be  the  duty  of  the  ambulance 
steward  to  replenish  his  supplies  so  that  he  may  always  leave  the  hospital 
with  a  completely  fitted  bag.  Failure  to  do  this  may  mean  failure  to  furnish 
proper  first  aid  treatment  because  of  the  lack  of  gauze,  bandages,  cotton, 
earron  oil,  tourniquet,  or  other  important  articles  of  supply  or  equipment. 

Records  of  Ambulance  Service  and  Surgical  Care 

An  ambulance  record  is  kept  by  the  ambulance  driver.  This  record  calls 
for  the  following  data  regarding  each  call: 

Date ; 

Time  call  received; 

Location  of  call ; 

Patient  taken  to  (hospital,  home,  etc.)  ; 

Returned  to  station  (time)  ; 

Signature  of  steward; 

Signature  of  ambulance  driver. 

Although  the  record  is  well  kept,  all  information  required  being  properly 
recorded,  it  is  believed  that  this  record  should  also  require  a  statement  of 
the  time  at  which  the  ambulance  reached  the  patient.  The  criticism  which 
is  commonly  made  against  ambulance  service  is  that  ambulances  are  slow  in 
reaching  the  scene  after  the  call  has  been  sent  in,  and  such  complaints  are 
piite    often   made   the   basis    of    actual    charges    against    the    driver    or    his 
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superior.  A  record  of  the  time  of  arrival  of  the  ambulance  would  be  of 
considerable  service  in  proving  the  promptness  of  service. 

The  record  should  include  also  a  brief  statement  by  the  steward  of  facts 
observed  by  him  or  furnished  him  by  the  patient  on  the  spot,  particularly 
if  the  case  is  one  of  accident.  It  is  particularly  important  to  know  exactly 
what  the  condition  of  the  patient  was  when  first  seen  and  the  observations 
of  the  steward  would  be  very  valuable.  Statements  made  by  the  patient 
when  first  interviewed  are  important,  for  later  statements  are  not  always 
as  reliable. 

When  the  patient  has  been  received  at  the  Emergency  Hospital  the 
steward  prepares  the  patient  for  the  surgeon's  examination,  and,  in  the 
presence  of  the  ambulance  driver  and  nurse,  takes  charge  of  the  patient  "s 
clothing  and  property.  A  property  record  is  kept  which  calls  for  the  fol- 
lowing information: 

Date; 

Property  received  from; 

Witnesses  to  receipt  of  property; 

Description  of  property; 

Date   (delivery  of  property)  ; 

Property  delivered  to; 

Witnesses  to  delivery  of  property. 

This  record  is  also  very  well  kept  and  amply  protects  the  patient  as  well 
as  the  institution. 

The  records  of  the  care  and  treatment  of  patients  while  in  the  Emergency 
Hospitals  are  not,  it  is  believed,  sufficient.  A  history  sheet  is  made  out  by  I 
the  surgeon  in  which  the  surgeon  sets  down  such  facts  as  he  is  able  to 
secure  from  the  patient,  steward,  friends  or  others  regarding  the  case  and 
his  own  observations.  Dependent  upon  the  pains  taken  by  the  surgeon  and 
others  in  getting  this  information,  the  history  secured  may  be  complete  or  I 
incomplete.  The  adequacy  of  history  records  should  not  be  a  matter  of 
chance.  A  history  form  should  be  prepared  which  will  outline  specifically 
what  information  is  desired,  and  this  outline  should  be  followed  in  all  cases. 

The  clinical  report  sheet  now  used  is  entirely  satisfactory  and  furnishes 
an  excellent  index  to  the  kind  and  character  of  treatment  of  each  patient. 

Better  Records  of  Storekeeping  Needed 

The   chief  steward  is  responsible   for   the   issuance   of   stores   to   all   the  I 
hospitals,  the  storehouse  being  in  the  Central  Emergency  Hospital. 

Supplies,  except  medical  and  surgical  supplies,  are  requisitioned  by  the  u 
stewards  of  the  various  institutions  as  they  may  be  needed.     The  requisition 
orders  are  examined  by  the  chief  steward  and  approved  or  disapproved  ah 
he  may  deem  proper.     Medical  and  surgical   supplies  are   requisition  d  by 
the  surgeons  and  must  be  approved  by  the  chief  surgeon  before  being  filled.  \i 
No  new  articles  of  equipment  are  allowed  by  the  chief  steward  unless  the  j ; 
old  articles  which  are  unfit  for  use  are  returned. 
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No  stock  record  is  kepi  by  the  chief  steward  but  he  makes  inventory 
twice  each  year.  [Ie  states  that  only  a  month's  supply  of  any  article  or 
commodity  is  ordered  at  a  time  and  that  he  is  able  to  keep  his  supplies 
under  control  without  a  current  or  daily  inventory.  As  has  been  pointed 
out  in  the  section  of  the  reporl  dealing  with  the  general  organization  and 
administration  of  the  health  department,  there  should  be  a  uniform  method 
of  storekeeping  in  all  health  department  institutions,  and  the  method  of 
accounting  for  stores  which  has  been  adopted  at  the  San  Francisco  Hospital 
and  the  Relief  Home   is  suggested   as  the  basis  for  the  uniform  system. 

Such  a  uniform  stores  accounting  procedure  would  be  of  considerable 
value  in  the  emergency  hospital  service  for  it  would  be  possible  to  determine 
and  compare  the  consumption  and  cost  in  the  various  hospitals.  It  is  de- 
sirable to  know  exactly  how  of  why  hospitals  differ  widely  in  the  consump- 
tion of  certain  articles  of  supply,  in  breakage,  loss,  etc. 

Accounting  Methods  Should  Be  Uniform 

It  has  also  Keen  suggested  earlier  in  this  report  that  a  uniform  system 
of  accounting  be  devised  for  use  in  all  institutions.  The  segregation  of 
expenditures  now  made  by  the  chief  steward  is  in  nowise  comparable  to 
that  made  in  other  institutions  and  here  as  in  other  institutions  the  method 
of  segregation  is  otherwise  defective. 

Isolation  Hospital 
Organization  and  Personnel 

The  isolation  hospital  is  under  the  direct  supervision  of  a  resident 
physician,  who  is  responsible  to  the  health  officer  and  through  the  health 
officer  to  the  board  of  health.  The  general  organization  of  the  isolation 
hospital  staff  with  the  salaries  of  employees  is  shown  on  Chart  "A2." 

It  should  be  noted  in  this  chart  that  the  number  of  employees  and  the 
salaries  allowed  do  not  coincide  with  the  figures  of  the  budget  of  1915-1916 
which  was  in  force  when  this  study  was  made.  For  example,  the  1915-1916 
budget  calls  for  a  head  nurse  at  $1,200.  In  place  of  the  head  nurse,  how- 
ever, a  steward  was  appointed  at  $1,200;  four  graduate  nurses  at  $900  each 
were  allowed  in  the  budget,  but  at  the  time  of  the  study  eight  graduate 
nurses  at  $900  were  actually  employed;  five  ward  women  at  $420  were 
authorized  in  the  budget  and  six  were  actually  employed.  As  pointed  out 
previously  in  this  report,  budget  figures  are  of  little  value  since  they  do  not 
portray  the  existing  condition  either  as  to  the  number  of  employees  or  the 
salaries  paid.  In  order  to  provide  for  the  necessary  service  at  the  isolation 
hospital,  the  resident  physician  must  draw  upon  his  maintenance  funds  for 
personal  service  when  such  personal  service  is  not  otherwise  provided  for. 
As  previously  stated,  this  juggling  of  appropriations  is  made  ntcessary 
because  of  present  procedure  in  budget-making. 
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Description  of  Hospital 

A  brief  description  of  the  isolation  hospital  is  herewith  given  as  there 
are  probably  but  few  citizens  of  San  Francisco  who  have  ever  visited  the 
institution.  The  hospital  is  situated  on  a  hill,  the  north  side  of  which  has 
been  cut  through  abruptly  for  Army  street.  On  the  south  the  ground 
slopes  gradually  away  to  the  tide  flats.  On  the  east,  just  across  a  short 
driveway,  is  a  large  tannery,  while  on  the  west  is  another  abrupt  descent  to 
De  Haro  street.  Neither  Army  street  nor  De  Haro  street  is  paved  at  this  ] 
point  of  intersection.  Directly  across  Army  street  from  the  hospital  a  new 
street  is  being  cut  through  the  hillside  to  intersect  Army  street. 

The  hospital  proper  consists  of  three  main  groups  of  wooden  buildings,  j 
On  the  Army  street  side  of  the  plot  are  two  new  buildings,  one,  the  two- 
story  nurses'  home  for  the  accommodation  of  twenty  nurses,  and  the  other,  I 
a  one-story  pavilion  for  the  housing  of  sixteen  diphtheria  carriers.  Neither! 
of  these  two  buildings  have  as  yet  been  completely  equipped  for  use.  Be-| 
tween  these  two  buildings  is  a  large  open  plot  of  ground  which  is  now; 
being  leveled  with  a  gentle  slope  from  the  carrier  pavilion  to'  the  nurses' 
home.  When  this  work  is  completed  and  a  grass  crop  developed,  it  will  add, 
very  considerably  to  the  beauty  of  the  institution  and  at  the  same  time, 
diminish  the  dust  nuisance. 

Just  south  of  the  nurses 's  home,  which  is  at  the  northeast  corner  of  thel 
plot,  is  a  one-story  garage  for  housing  the  resident  physician's  car  and  the 
isolation  hospital  ambulance. 

Further  to  the  south  and  occupying  almost  the  entire  width  of  the  plot 
from  east  to  west  with  small  grass  plots  in  between  is  a  group  of  three) 
buildings  arranged  in  the  form  of  a  letter  E,  the  arms  of  the  E  projectingi 
southward.  These  buildings  are  connected  by  a  passageway.  The  mosti 
easterly  of  these  three  pavilions  is  a  two-story  and  basement  structure  con-j 
taining  two  wards  for  the  care  of  the  acutely  ill  cases  of  contagious  diseases. 
The  central  pavilion  is  also  a  two-story  and  basement  structure,  the  uppers 
floor  of  which  is  occupied  by  the  administrative  offices  and  service  quarters, 
while  the  lower  floor  is  used  for  service  quarters,  storerooms  and  employees 
rooms.  The  third  or  most  westerly  pavilion  of  this  group  is  arranged  in; 
small  rooms  for  the  care  of  smallpox  cases.  This  group  of  pavilions  houses 
about  one  hundred  patients. 

All  of  the  buildings  just  described  are  within  one  compound  and  sur-j 
rounded  by  a  high  fence,  completely  shutting  off  the  buildings  from  tin 
road  or  from  other  parts  of  the  grounds.  South  of  this  fence  and  connected 
by  a  gateway  which  is  kept  locked  is  the  leper  colony  of  sixteen  patients 
The  group  of  buildings  occupied  by  the  lepers  consists  of  three  connectec, 
pavilions  of  one-story  each.  The  center  pavilion  is  the  service  quarters  anc 
dining  room,  while  the  two  pavilions  on  either  side  are  occupied  by  th< 
lepers  as  living  rooms,  each  in  his  own  room. 
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Wesl  of  the  hospital  enclosure  and  just  outside  of  the  fence  is  the 
superintendent 's  cottage. 

Improvements  of  Hospital  Environment  Urged 

Although  the  location  of  the  hospital  is  a  very  desirable  one  in  many 
■espects,  there  are  certain  conditions  of  environment  which  make  life  at  the 
institution  unpleasant  for  patients,  nurses  and  employees.  Just  east  of  the 
nstitution  and  across  the  road  is  a  tannery  and  when  the  wind  is  in  the 
•ight  direction,  as  it  was  on  the  day  of  visit  by  the  investigator,  the  odor 
s  distinctly  bad.  On  the  west  and  only  a  few  hundred  yards  away  is  a 
garbage  incinerating  plant,  fortunately,  not  now  in  use.  If  ever  used,  it  is 
ilmost  certain  to  be  a  great  nuisance  to  the  hospital. 

The  road  on  the  north  of  the  hospital  is  unpaved,  and  as  the  hospital 
*ets  the  full  sweep  of  the  wind,  owing  to  the  lack  of  surrounding  buildings 
md  its  position  on  a  height,  the  dust  clouds  that  sweep  across  the  hospital 
'rounds  are  more  than  a  mere  annoyance.  Add  to  this  the  fact  that  the 
unall  plaza  at  the  entrance  to  the  grounds  and  just  within  the  gate  is  also 
inpaved  and  a  condition  of  dust  nuisance  is  found  which  results  in  a  decided 
letriment  to  the  care  of  buildings,  as  well  as  to  the  welfare  of  patients. 
?or  example,  two  new  buildings  of  the  hospital,  the  pavilion  for  diphtheria 
carriers  and  the  nurses'  residence,  will  soon  need  repainting  owing  to  the 
;ffect  of  the  violently  blown  dust  of  the  street. 

It  is  urged  in  the  interest  of  economy  and  comfort  of  patients  and  em- 
)loyees  that  this  street  be  paved  to  a  sufficient  extent  on  both  sides  of  the 
lospital,  and  that  the  plaza  at  the  hospital  entrance  be  also  paved.  This 
kill  practically  eliminate  the  dust  nuisance.  The  tannery  should  be  com- 
piled to  remove  from  this  vicinity  or  eliminate  odors.  No  matter  for  what 
mrpose  the  group  of  buildings  may  be  ultimately  used,  these  matters  should 
>e  given  immediate  attention. 

Medical  Service 

The  medical  service  of  the  institution  is  under  the  direct  supervision  of 
he  resident  physician.  He  is  assisted  by  one  interne  detailed  for  fifteen 
lays  from  the  San  Francisco  Hospital*.  At  the  time  of  the  investigator's 
isit  no  interne  was  present  owing  to  the  fact  that  the  interne  assigned  had 
>een  obliged  to  leave  on  account  of  an  accident  and  no  substitute  had  been 
upplied. 

The  detailing  of  a  new  interne  every  fifteen  days  does  not  give  satis- 
actory  service  according,  to  the  superintendent,  and  it  is  not  easy  to  see 
low  good  service  could  be  given  in  this  way.  The  interne  has  no  more 
han  time  to  get  settled  and  familiar  with  the  institution  and  its  patients 
vten  he  is  obliged  to  leave  and  another  interne  comes  on.     This  is  a  neces- 


*Two  internes  at  $120  each  are  allowed  in  the  1916-17  budget. 
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sity  under  the  present  method  of  handling  internes  at  the  San  Francisco 
Hospital,  for  in  order  to  give  each  interne  experience  at  the  isolation  hospital 
a  change  must  be  made  about  every  two  weeks,  since  there  are  about  twenty 
internes  who  must  be  served. 

Under  the  plan  for  a  rotating  interne  service  at  the  San  Francisco  Hos- 
pital with  a  longer  term  of  interne  service,  it  should  be  possible  to  give  every 
interne  about  two  months'  service  at  the  isolation  hospital,  and  this  will 
result  advantageously  to  the  patient  and  the  interne. 

It   is   believed,   however,   that   still  better   service   would   be   secured  by 
having  a  permanent  interne  at  a  salary  of  $600  to  $800  a  year  detailed  to  the, 
emergency  hospital.     It  is  not  meant  that  the  regular  internes  at  the  Sari' 
Francisco  Hospital  should  be  denied  emergency  hospital  experience,  but  it 
is  believed  that  more  effective  medical   care  would   result  through  the  ad-j 
dition  of  the  services  of  an  interne  who  is  responsible  to  the  isolation  hos 
pital  alone.     The  system  of  interne  service  recommended,  as  previously  de 
scribed  in  the  section  on  the  San  Francisco  Hospital,  provides  that  internet 
on  the  completion  of  their  courses  be  eligible  for  positions  as  house  officers) 
The  position  of  interne  at  the  isolation  hospital  should  be  included  anioiif. 
the  positions  for  which  graduate  internes  are  eligible.     The  salary  rate  sugi 
gested  for  this  permanent  interneship  is  greater  than  that  suggested  for  tin 
house   officers  because   service   at   the   isolation   hospital   under   present    cir 
cumstances  is  less  desirable. 

Nursing  Service 

At  the  time  of  this  survey  there  were  eight  graduate  nurses  at  $900  ; 
year  each  employed  at  the  isolation  hospital  and  nine  pupil  nurses  at  $14 
a  year  each.  The  normal  number  of  pupil  nurses  is  ten,  but  one  pupil  nurs' 
had  not  been  assigned  from  the  San  Francisco  Hospital.  Six  graduate  nurse 
were  assigned  to  the  two  wards  now  occupied  by  acutely  ill  cases  of  cod 
tagious  disease ;  one  nurse  was  designated  as  acting  head  nurse  and  exei 
cised  general  supervision  over  all  nursing  service ;  one  nurse  was  assigned  t 
special  duty  in  the  care  of  cases  of  gonorrheal  vaginitis,  in  which  she  wa 
assisted  by  the  acting  head  nurse. 

There  are,  as  stated,  nine  pupil  nurses  who  have  been  detailed  from  th 
San  Francisco  Hospital  for  three  months'  service  at  the  isolation  hospita 
These  nurses  are  assigned  to  the  two  wards  occupied  by  the  acute  case 
under  the  supervision  of  a  graduate  nurse.  All  pupil  nurses  begin  servic 
at  the  isolation  hospital  at  the  same  time  and  all  leave  after  three  month 
to  make  way  for  a  new  group  of  pupil  nurses. 

There  were  at  the  time  of  this  study  sixty-nine  patients  in  the  two  ward 
occupied  by  acutely  ill  patients,  nearly  all  of  whom  are  children.  For  tli 
care  of  these  patients  there  are,  therefore,  at  all  times  in  each  ward  on 
graduate  nurse  and  two  or  three  pupil  nurses.  This  means  that  the  on 
graduate  nurse  and  two  or  three  pupil  nurses  are  charged  with  the  care  c 
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>proximately    thirty-five    patients.      The    pupil   nurses    are    in    the    majority 

installers    "intermediates"    at    the    San    Francisco    Hospital,    i.e.,    in    the 

tcond  year  of  their  three  years'  course.     The  nine  pupil  nurses  now  at  the 

olation  hospital   have  had  the  following  experience  in  the  training  school: 

1  pupil  nurse 8  months 

1  pupil  nurse 1  year 

1  pupil  nurse 1  year  4  months 

1  pupil  nurse 1  year  5  months 

4  pupil  nurses 1  year  6  months 

1  post-graduate  nurse   (rated  as  pupil  nurse) 

The  care  of  acutely  ill  eases  of  communicable  disease  requires  experi- 
lce  and  skill  on  the  part  of  a  nurse.  It  is,  of  course,  desirable  that  nurses 
i  training  at  the  San  Francisco  Hospital  should  be  detailed  for  service  at 
le  isolation  hospital,  hut  it  is  believed  that  the  need  of  more  experienced 
uses  at  the  isolation  hospital  demands  that  these  pupil  nurses  shall  have 
ad  at  least  two  years'  experience  or  training  before  going  to  the  isolation 
pspital.  Certainly  it  is  not  for  the  best  interests  of  patient  or  pupil  nurse 
nat  a  nurse  with  only  eight  months '  training  be  charged  with  the  care  of 
utely  ill  cases  of  communicable  disease.  It  is  recommended,  therefore, 
lat  the  curriculum  of  pupil  nurses  be  arranged  so  that  they  will  get  service 

the  isolation  hospital  during  their  third  year  of  training. 

Further,  the  method  of  detailing  pupil  nurses  is  unsatisfactory  to  the 
Tvice  at  the  isolation  hospital.  A  new  group  comes  on  every  three  months, 
ms  periodically  temporarily  upsetting  the  service.  If  this  change  should 
jcur  at  the  time  of  a  serious  epidemic  when  the  hospital  is  crowded  to 
ipacity,  the  evils  of  the  system  can  well  be  imagined.  The  time  of  a  grad- 
ate nurse  in  charge  of  a  large  number  of  patients  must,  under  this  plan, 
i  largely  taken  up  with  the  training  of  pupils  to  the  detriment  of  patients, 
he  service  of  pupil  nurses  should  be  so  arranged  that  three  or  four  only 
)me  on  at  a  time,  so  that  the  interference  with  routine  and  the  burden  upon 
le  graduate  nurses  in  charge  would  not  be  so  great. 

It  is  believed  that  the  adoption  of  a  plan  of  rotation  of  the  pupil  nurses 
•om  the  San  Francisco  Hospital  so  that  only  two  or  three  pupil  nurses  come 
)  the  isolation  hospital  at  a  time  and  the  change  of  the  curriculum  in  the 
urses'  training  school  so  that  pupil  nurses  will  have  a  longer  training 
afore  coming  to  the  isolation  hospital  will  very  considerably  improve  the 
ursing  service.     While  it  is  not  believed  that  the  number  of  trained  nurses 

quite  adequate,  it  is  not  recommended  that  more  be  appointed  until  an 
?ort  has  been  made  to  get  the  best  service  possible  from  pupil  nurses. 

latron  or  House  Mother  Needed 

The  nursing  work  which  devolves  upon  graduate  nurses  at  the  isolation 
ospital  renders  it  impossible  for  them  to  attend  properly  to  the  details  of 
ouse   management.     There   should   be   a   matron   or   housekeeper   employed 
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whose  duty  it  would  be  to  look  after  the  general  housekeeping  of  the  insti-; 
tution  and  the  general  care  of  children  who  are  convalescent  and  allowed  ati 
large  upon  the  grounds.  It  is  evident  to  even  the  casual  observer  that  these 
children  are  not  getting  the  kind  of  care  which  they  need  and  which  theyi 
would  get  in  their  homes.  Children  need  "mothering",  attention  to  their! 
clothes,  regulation  of  their  play,  and  guardianship,  none  of  which  can  be 
given  by  nurses  who  are  overworked  in  nursing  duties. 

Social  Service 

There  is  no  follow-up  service  provided  for  the  patients  of  the  isolation! 
hospital.  Most  of  these  patients  are  children  who  come  to  the  isolation; 
hospital  with  diseases  which  very  often  leave  serious  results  afterwards 
At  present  there  is  no  method  of  providing  after-care  for  these  patients, 
although  it  is  recognized  by  hospital  authorities  that  the  after-care  of  pa- 
tients discharged  from  contagious  disease  wards  is  a  very  necessary  thing,    i 

Under  the  system  of  district  nursing,  elsewhere  recommended  for  genera 
health  department  service,  all  patients  discharged  from  the  isolation  hospital 
could  be  visited  from  time  to  time  and  reports  made  upon  their  condition 
In  this  way  many  of  the  serious  sequelae  of  diphtheria  and  scarlet  fevei 
could  be  detected  in  their  ineipiency  and  measures  taken  to  remedy  tht| 
conditions. 

Dietitian  Needed 

The  preparation  of  the  diet  of  patients  is  under  the  direct  supervision  o: 
the  superintendent,  and  the  nurses  in  charge  are  required  to  see  that  hi: 
orders  are  carried  out.  It  is  believed,  however,  that  the  feeding  of  patient: 
would  be  greatly  improved  through  the  services  of  a  dietitian  of  specia 
experience  in  this  kind  of  service.  The  feeding  of  hospital  patients,  par 
ticularly  those  ill  with  contagious  disease,  is  a  most  important  matter  ami 
one  which  requires  special  skill  not  only  in  the  selection  of  food  but  also  h 
its  preparation  and  serving. 

Care  of  Lepers  Satisfactory 

The  care  which  is  given  to  patients  of  the  leprosarium  is  very  satisfactory 
Each  patient  has  his  own  room  and  his  own  equipment,  even  to  his  individua' 
tray  and  dishes.  The  pavilion  for  Chinese  and  other  Orientals  is  entirel; 
separate  from  that  used  by  the  Europeans,  although  there  is  a  common  roor 
for  recreation. 

The  patients  are  allowed  all  the  comforts  which  the  hospital  afford* 
Their  rooms  are  electrically  lighted,  and  heated  with  hot  water.  Adequat 
toilet  facilities  with  abundant  hot  and  cold  water  are  supplied  for  eac 
pavilion  containing  eight  patients. 

All  food  for  the  leper   patients  is   prepared  in  the   leprosarium   servic! 
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uilding.  The  food  is  served  and  placed  upon  trays  which  are  placed  upon 
1  window  shelf  accessible  to  the  Lepers'  dining  room.  Each  patient  has  his 
wn  table   in   tins  dining   room. 

The  Chinese  patients  are  allowed  to  do  such  cooking  of  special  Chinese 
>od  as  they  may  desire  on  a  range  apart  from  the  general  kitchen  range. 

The  menu  which  is  served  these  patients  is  abundant,  well  prepared  and 
ppetizing.  A  visit  was  made  to  the  kitchen  during  the  serving  of  lunch 
nd  no  criticism  could  be  made  of  the  method  of  preparation  or  service. 

The  attendance  upon  lepers  is  provided  by  one  orderly  at  $90  per  month. 
wo  of  the  lepers  assist  in  the  routine  work  of  the  wards,  for  which  they 
re  paid  $10  per  month. 

ase  Records  Should  Be  Used 

The  records  of  medical  service  are  kept  by  the  steward  under  the  direc- 
on  of  the  resident  physician.  These  records  were  found  to  be  in  excellent 
mdition.  The  method  of  indexing  case  records  alphabetically,  though 
itisfactory  for  current  cases,  is  insufficient  for  proper  analysis  of  old  records. 
i  fact,  case  records  for  several  years  past  are  simply  filed  away  unindexed 
i  the  storeroom.  So  much  valuable  information  is  found  in  these  records 
mt  it  is  believed  that  they  should  be  filed  away  after  being  properly  in- 
•xed  in  tiling  cases.  These  records  may  be  indexed  alphabetically  but  they 
lould  also  be  cross-indexed  by  diseases,  special  reference  being  made  to 
irticularly  interesting  or  instructive  cases,  so  that  the  resident  physician 
ould  have  available  in  his  treatment  of  current  cases  the  data  accumulated 
.iring  the  entire  period  of  medical  service. 

aboratory  Facilities 

A  small  laboratory  has  been  equipped  for  the  routine  examinations  neces- 
.ry.  All  laboratory  specimens  of  blood,  throat  cultures,  etc.,  are  sent  to 
ie  health  department  laboratory  for  examination.  The  provision  of  a 
>rmanent  interne  at  the  isolation  hospital  would  make  it  possible  to  have 
any  of  the  examinations  now  performed  at  the  health  department  done  at 
ie  hospital,  thus  rendering  a  more  rapid  service  for  diagnostic  purposes. 

ire  Protection  Inadequate 

There  are  ten  fire  stations  located  throughout  the  hospital  group,  each 
ation  having  a  sufficient  length  of  hose.  Fire  extinguishers  are  also  placed 
•nveniently  in  all  corridors  and  wards,  and  in  addition  there  is  a  roof 
Tinkler  system  covering  all  buildings.  There  are,  however,  no  fire  escapes 
i  any  of  the  buildings.  In  view  of  the  fact  that  these  buildings  are  of 
ood,  the  fire  risk  is  considerable  and  a  fire  in  the  interior  of  the  building 
ould  gain  headway  very  rapidly  if  not  promptly  discovered.  Patients  could 
)t  he  removed  from  wards  without  serious  loss  of  life,  particularly  from 
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the  upper  stories  of  the  ward  pavilions,  from  which  the  only  egress  is  b} 
narrow  stairways. 

The  resident  physician  in  his  estimates  for  the  current  year  called  atten 
tion  to  the  need  of  fire  escapes  and  requested  $1,000  for  this  purpose,  but 
this  item  was  cut  from  the  budget  as  allowed.     It  is  urged,  however,  that 
this  matter  be  given  immediate  consideration. 

It  is  also  recommended  that  regular  fire  drills  be  held.  Each  employe* 
should  be  assigned  to  a  station  and  instructed  in  his  duties  so  that  confusioii 
in  the  event  of  fire  could  be  largely  eliminated. 

Intertelephone  System  Needed 

The  resident  physician  called  attention  in  his  estimates   for  the   curren 
year  to  the  need  for  an  intercommunicating  system  of  phones  and  estimate" 
the  cost  of  seven  extensions  needed  at  $78.00.     This  item  was  unfortunatel; 
not  allowed  although  the  need  of  such  telephone  service  is  acute.     Commun 
cation  with  wards  must  be  through  messenger,  and  the  nurse  who  wishes  t 
communicate  with  the  central  office  must  go  in  person.     This  means  waste| 
time,   and  where   so   few  nurses   are   actually  employed   the   time   loss   is  I, 
serious  one.     Further  consideration  should  be  given  to  the  superintendent! 
request  in  this  matter. 

San  Francisco  Hospital  Procedure  Should  Be  Adopted  in 
Handling  Stores 

The  storeroom  at  the  isolation  hospital  is  not  kept  in  a  satisfactory  coj 
dition.  The  storekeeper  is  also  the  clerk  in  the  office  of  the  superintendei 
and  attends  to  all  record-keeping,  filing,  etc.  It  is  believed,  however,  th; 
in  spite  of  his  many  duties,  stores  should  be  placed  aud  kept  in  better  ord« 
— and  the  steward  who  has  been  on  service  but  a  few  months  states  th] 
it  is  his  intention  to  do  so. 

All  stores  should  be  classified  and  properly  arranged.     Articles  which  a 
likely  to  deteriorate  from  exposure  should  be  covered,  and  so  far  as  possib 
all  articles  except  the  non-perishable  ones  should  be  removed  from  the  not! 
and  placed  upon  racks  or  shelves.     The  storeroom  of  the  San  Francisco  Hell 
pital,  which  is  a  model  of  its  kind,  should  be  made  the  example  for  othfl 
storerooms. 

Requisitions  are  made  upon  stores  by  the  nurses,  cooks  and  other  superil 
officers.  These  requisitions  go  directly  to  the  steward  or  storekeeper,  wM 
fills  the  orders  and  returns  the  goods  to  the  wards.  The  superintendent  doll 
not,  however,  scrutinize  these  orders,  although  it  is  believed  that  this  prff* 
tice  as  followed  by  the  superintendent  of  the  San  Francisco  Hospital  bM 
been  the  means  of  saving  much  waste. 

The  steward  enters  these  requisitions  in  stock  record  books  which  he  m 
devised.  One  book  is  used  for  records  of  groceries  and  the  other  for  hr 
pital  supplies.     A  page  is  given  to  each  kind  of  article  used  and  the  clef 
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loiters  under  the  proper  bead  all  receipts  of  stock  and  all  withdrawals  by 
•equisition.  The  purpose  of  the  system  is  in  general  the  same  as  that  of  the 
|jan  Francisco  Hospital  and  Relief  Borne  where  stock  cards  are  used  instead 
if  the   book   method. 

)istribution  of  Drugs 

All  drugs  are  distributed  from  the  general  storeroom  except  opiates. 
Phey  are  kept  in  the  safe  under  the  supervision  of  the  superintendent,  who 
psues  the  drugs  in  person,  keeping  a  complete  record  of  the  person  to  whom 
Hivered,  the  purpose  for  which  to  be  used,  and  the  quantity  issued. 

It  lias  been  suggested  in  the  report  on  the  San  Francisco  Hospital  that 
I  formulary  be  devised  which  will  permit  the  adoption  of  uniform  standards 
If  medication  by  attendant  and  resident  staffs.  The  same  procedure  should 
lie  followed  at  the  isolation  hospital  and  except  for  such  drugs  as  may  be 
eeded  in  emergency,  the  general  drug  department  at  the  San  Francisco 
hospital  should  be  charged  with  the  handling  of  drug  supplies  for  the 
eolation  hospital,  the  isolation  hospital  being  charged  for  the  actual  quan- 
ities  of  drugs  used. 

pecial  Appropriations  Requested  by  the  Superintendent 
for  Current  Year 

In   his   estimates  for  the   budget   of   1916-17   the   resident  physician  has 

lied  attention  to  certain  needs  at  the  institution.     Some  of  these  have  al- 

ady  been  mentioned  and  commented  upon,  but  it  is  believed  that  in  justice 

)  the  resident  physician   comment   should   be   offered  regarding   the    other 

^quests  made,  but  not  allowed. 

The  resident  physician  asked  for  $300  for  additional  equipment  for  the 
perating  room  of  the  hospital.  This  is  not  believed  to  be  an  especially 
rgent  matter,  for  the  present  operating  room,  though  perhaps  not  as  com- 
letely  equipped  as  might  be  desirable,  has  equipment  sufficient  for  good 
ork  under  existing  conditions  of  service,  and  the  fact  that  the  resident 
bysician  is  securing  good  results  in  his  operative  treatment  supports  this 
:  atement. 

A  request  was  made  also  for  an  appropriation  of  $60  for  steel  linen 
•ckers  for  wards.  This,  it  is  believed,  would  have  been  granted  had  an 
ivestigation  been  made.  Ward  linen  is  now  kept  in  the  wards  in  open 
•  lelves,  and  this  is  not  promotive  of  economy  in  handling  linen. 

A  gas  sterilizer  at  $135  for  the  pantry  of  the  contagious  disease  ward 
as  requested  in  order  that  dishes  might  be  properly  sterilized.  Since  in 
ese  contagious  disease  wards  a  number  of  different  contagious  diseases  are 
ired  for,  the  use  of  a  sterilizer  for  dishes  from  this  great  variety  of  patients 

believed  to  be  a  necessity  for  adequate  prevention  of  cross-infection — 
at  is,  the  transmission  of  disease  from  one  patient  to  another  within  the 


496  San  Francisco 


hospital.     Too   great   dependence   should   not  be   placed   upon   the   personal 
efficiency  of  a  dishwasher. 

Four  ward  desks  for  use  by  nurses  in  writing  up  their  records  and  re-1 
ports  were  also  requested  by  the  resident  physician,  and  the  cost  estimated 
at  $260.     The  need  of  such  ward  desks  is  apparent,  but  it  is  believed  that! 
the   cost  is  excessive.     Simple  tables   with   one   or  two   drawers   should  ber 
sufficient  for  present  needs,  and  such  tables  could  be  purchased   at  a  cost  I  j 
of  less  than  $10  each.     Allowing  one  such  table  for  each  nurse,  therefore, 
should  not  require  an  outlay  of  more  than  $50,  and  it  is  probable  that  this 
cost  could  be  considerably  reduced. 

As  pointed  out  by  the  resident  physician,  there  is  need  for  better  refrig-  | 
erating  facilities  in  the  two  contagious  disease  wards,   and  in  the  kitchen, 
and  he  estimates  the  cost  of  three  new  refrigerators  as  $165.     There  is  oneji 
ice  chest  for  two  contagious  disease  wards,  and  this  ice  chest  is  in  bad  con- 
dition.    The  ice  chest   in  the   kitchen  is   also   antiquated   and   badly   worn,  i 
Proper  ice  chests  for  the  two  wards  and  for  the  kitchen  would  undoubtedly! 
be  a  considerable  economy  not  only  as  regards  ice  consumption,  but  in  the 
keeping  of  food,  and  the  estimate  of  the  resident  physician  is  not  believed: 
to  be  excessive. 

The   sum   of  $170   was   requested   for   overhauling   and   painting   the   am 
bulance.    While  this  is  perhaps  desirable  it  is  not  an  immediate  necessity. 

The  request   of  $445  by  the  resident   physician   for  the   construction  o: 
concrete  sidewalks  and  a  retaining  wall  within  the  leper  compound,  thougl 
possibly  an  improvement   which   should   ultimately  be  made,  is  not  an  imlj 
mediate  necessity. 

The  estimate  of  $150  for  painting  the  rooms,  stairs  and  floors  in  the  lepcl 
pavilion  may  be  reduced.    It  is  believed  that  such  painting  work  as  is  needeu 
could  be  done  in  part  at  least  by  inmates  of  the  leper  colony,  who  shouh 
be  paid  for  their  services  at  the  rate  usually  paid  for  inmate  labor. 

For  the  reconstruction  of  two  basements,  one  under  the  lower  contagioul 
disease   ward   and   one   under  the   administration  building,   improvements  ill 
the  laundry,   a  large  sliding  door  for  the   garage,   and  a  new   gate   at  th 
entrance  to  the  grounds,  $1,250  was  requested.     These  needs,  though  worth 
of  consideration,  are  not  urgent. 

The  isolation  hospital  is  badly  in  need  of  painting  within,  and  the  cosl 
of  this  is  estimated  as  $800  by  the  resident  physician.     The  hospital  shoul 
be  painted  as  a  measure  of  economy,  but  it  is  believed  that  the  service  coull 
be  largely  performed  by  inmate  labor  from  the  Relief  Home.     There  well 
at  the  time  of  the  study  at  least  six  inmate  painters  at  the  Relief  Home,  an 
a  large  number  of  inmates  with  sufficient  painting  skill  to  make  them  usefi 
at  the  isolation  hospital. 

A  relief  ambulance  driver  to  work  155  nights  in  the  year  at  $3.00  p< 
night  was  requested  by  the  resident  physician.  This  is  not  an  unreasonab 
request  in  view  of  the  fact   only  one   ambulance   driver  is  now   employe" 
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making  it  necessary  for  this  driver  to  be  on  call  for  twenty-four  hours. 
Although  the  Dumber  of  calls  are  Pew,  the  fact  that  the  driver  is  on  call 
makes  it  impossible  for  him  to  have  any  regular  time  off  duty. 

The  Relief  Home 
Organization  and  Personnel 

The  Relief  Home  is  under  the  immediate  supervision  of  a  resident  super- 
intendent appointed  through  civil  service  and  receiving  a  salary  of  $3,600 
ja  year  and  maintenance,  lie  is  responsible  directly  to  the  health  officer, 
and  through  the  health  officer  to  the  board  of  health.  The  accompanying 
Chart  "A4"  shows  the  employees  and  their  salaries  grouped  according  to 
function,  and  represents  the  condition  existing  at  the  time  of  this  survey. 
This  list  does  not  include  inmate  employees,  a  summary  of  such  employees 
being  shown*. 

The  total  salary  cost  of  non-inmate  labor  as  represented  in  Chart  "B4" 
is  only  $43,220,  which  is  distributed  as  follows: 

Medical  and  Nursing  Service $15,240 

General  Housekeeping  Service 5,520 

Kitchen   Service    8,760 

Farm  and  Garden  Service 4,080 

Mechanical  and  Engineering  Service 5,820 

Watchman  Service    2,840 

Ambulance  Service   960 

Total   $43,220 

For  an  institution  of  this  size,  occupying  a  large  area  and  accommodating 
is  it  does  approximately  1,400  inmates,  several  hundred  of  whom  must 
'eeeive  hospital  or  infirmary  care,  this  is  indeed  a  very  low  salary  cost  for 
ion-inmate  labor.  While  it  has  been  impossible  to  make  a  detailed  analysis 
)f  the  work  performed  in  every  position  in  which  non-inmate  employees  are 
'ound,  careful  observation  of  the  various  operations  performed  indicates  that 
vork  is  efficiently  performed  and  that  the  various  services  are  not  over- 
uanned.  In  none  of  the  positions  now  occupied  by  non-inmate  employees 
■ould  inmate  labor  be  used  satisfactorily.  The  positions  above  listed  are,  in 
he  majority  of  instances,  supervisory,  each  employee  having  the  assistance 
>f  several  inmates.  It  is  essential  therefore  that  in  each  branch  of  service 
here  should  be  fully  responsible  employees  in  sufficient  number  to  direct  the 
vork  of  inmates. 

Jse  of  Inmate  Labor 

With  the  view  therefore  of  determining  the  advantages  or  disadvantages 
>f  the  wide  use  of  paid  inmate  labor,  a  careful  study  was  made  of  the  pay- 

*Inmate  labor  costs  approximately  $16,000  annually,  the  cost  in  1915-16,  based  on  the 
lumber  of  inmates  employed  and  the  rates  paid  at  the  time  of  this  survey,  being  $15,720. 
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roll  and  of  the  services  performed  by  paid  inmate  employees.  Although  the 
total  number  of  inmate  employees  varies  somewhat  from  month  to  month, 
owing  to  the  specific  needs  of  the  service  and  to  the  discharge  or  death  of 
inmates,  there  are  at  all  times  approximately  300  to  325  inmates  employed 
in  various  capacities  throughout  buildings  and  grounds.  The  salaries  paid 
these  inmates  vary  from  $1.00  per  month,  as  in  the  case  of  a  ward  attendant 
performing  a  very  menial  service,  to  $25  a  month  for  the  services  of  a 
skilled  office  attendant  or  other  service  requiring  considerable  training  or 
experience. 

Analysis  of  the  payroll  by  salary  rates  shows  the  following: 


Number  of  Monthly 

Inmate  Salary 

Employees  Rate 

3 $25.00 

4 20.00 

4 15.00 

2 12.50 

24 10.00 


18. 

1. 

83. 

8. 

5. 
12. 
47. 
87. 

4. 

1. 

303. 


7.50 
7.00 
5.00 
4.00 
3.50 
3.00 
2.50 
2.00 
1.50 
1.00 


Total 

Monthly 

Cost 

$      75.00 

80.00 

60.00 

25.00 

240.00 

135.00 

7.00 

415.00 

32.00 

17.50 

36.00 

117.50 

174.00 

6.00 

1.00 

$1,421.00 


A  distribution  of  the  payroll  by  occupations  of  inmate  employees  follows 


20.00 


15.00 
12.50 


Monthly 
Occupations  Salary 

Rates 

1  office  attendant    ] 

1  gateman   •  j-  $25.00 

1  orderly J 

1  laundryman 

1  foreman    carpenter 

1  baker  

1  ward  attendant 

3  engineers   ( 

1  driver    > 

1  plumber    I 

1  baker  J 

3  office  attendants 

2  gatemen    

1  cook's  helper 

1  kitchen  helper 

3  laundrymen  

1  painter    

2  garbagemen  

1  stableman     

1  blacksmith     

1  cabinetmaker    

1  laborer    

2  bakers    

2  waiters    

1  cook     

1  hospital  helper  

1  plowman    


Total 

Monthly 

Cost 

$75.00 


80.00 


60.00 
25.00 


.'40  00 
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Occupations 

3  kitchen  helpers    

3  pumpmen   

1  ice  machine  operator. 

2  drivers    

1  tinsmith   

1  machinist     

1  carpenter   

1  cement  worker 

3  waiters    

1  hospital   helper 

1  laborer    

1  hospital   helper    

2  hospital  helpers 

1  cook  

2  elevator  men 

1  ward  attendant    

34  waiters    

1 
6 
3 
4 
1 
1 
1 
5 


Monthly 
Salary 
Rates 


;7.50 


Total 

Monthly 

Cost 


$135.00 


7.00 


7.00 


butcher   

laborers,  miscellaneous   

carpenters    

gardeners  

cement  worker 

blacksmith  

garbageman   

drivers    

10  laundrymen   

1  harnessmaker    

1  gateman   

4  kitchen  helpers 

1  engineer   

2  engineer's  helpers  

2  janitors  

2  kitchen  helpers 

1  painter    

4  gardeners  

1  window  cleaner   

1  painter    

1  shoemaker 

1  tailor  

1  carpenter   

1  ward  attendant [ 

3  kitchen  helpers   

2  hospital    helpers    

1  glazier    

1  laborer    

7  ward  attendants    

5  janitors     

1  laundryman     

1  driver    

3  gardeners  

1  chairmaker    

2  painters    

2  carpenters    

8  laborers    

1  cement  worker  

1  baker  

1  waiter  

2  kitchen  helpers    

12  hospital  helpers  


5.00 


415.00 


4.00 


3.00 


32.00 


56.00 


2.50 


117.50 


$2.00  $174.00 
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Monthly  Total 

Occupations  Salary  Monthly 

Rates  Cost 

4  kitchen  helpers   

1  gateman    

3  engineer's   helpers    

1  wiper    

11  janitors    

1  painter   

2  stablemen 

2  tinsmiths 

3  shoemakers   

8  gardeners    

1  machinist  

5  tailors   

3  mattress  makers   

36  laborers   (miscellaneous)    

1  cement   worker    

2  ward  attendants    

3  hospital   helpers    

3  ward  attendants \      j  cq  g  qq 

1  janitor    \ 

1  ward  attendant    1.00  1.00 

It  will  be  noted  iu  the  above  analysis  that  there  are  apparently  a  number 
of  different  salary  grades  for  the  same  kind  of  work.  This  is,  however, 
essential  in  an  institution  of  this  kind  because  of  the  wide  variation  in 
technical  ability  of  the  employees,  and  because  of  the  differences  in  physical 
ability.  The  inmates  of  the  Relief  Home  are  almost  without  exception  men 
whose  physical  powers  are  at  low  ebb.  Many  of  them  are  sufferers  from 
chronic  diseases,  which,  while  not  completely  incapacitating,  make  it  im- 
possible for  them  to  do  a  full  day's  work.  The  salaries  paid  have  therefore 
been  graded  by  the  superintendent  on  the  basis  of  their  working  ability — 
physical  as  well  as  technical. 

There  is  a  decided  advantage  in  paying  inmates  of  the  Relief  Home  small 
salaries  for  they  are  given  thereby  greater  self-respect  and  stimulated  tc 
better  service.  In  institutions  where  effort  is  made  to  compel  the  inmate.' 
to  work  without  the  incentive  which  small  salaries  give,  the  work  performed 
is  invariably  small  in  amount  and  inferior  in  quality.  It  is  well-nigh  im-I 
possible  to  compel  the  inmates  of  almshouses  or  homes  of  this  character  t< 
work,  for  they  can  always  offer  the  excuse  of  physical  inability,  and  further 
if  compelled  to  work,  will  "soldier''  as  much  as  possible.  No  such  conditioi' 
was  noted  at  the  Relief  Home — the  men  were  busy  and  apparently  enjoying 
their  work.  None  of  the  work  performed  is  so  arduous  or  exacting  as  tc 
be  detrimental  to  health,  but  on  the  contrary  is  beneficial  to  health.  Menta, 
deterioration,  which  commonly  accompanies  the  loss  of  physical  strength 
is  delayed  by  the  provision  of  work  which  will  stimulate  mental  processes 
It  is  therefore  a  decided  economy  for  San  Francisco  to  continue  the  presen 
system  of  inmate  employment,  since  by  so  doing  it  may  prolong  the  perio<i 
of  physical  and  mental  competence  of  the  inmates  of  the  home,  for  when  th 
point  of  senility,  mental  and  physical,  has  been  reached,  the  inmate  become| 
of  necessity  a  hospital  charge  and  the  cost  of  his  care  is  greatly  increased 
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It  would  be  absolutely  impossible  for  the  city  to  replace  the  service  of 
inmates  with  that  of  non-inmate  Labor  except  by  a  considerable  expenditure 
Df  money.  Por  example,  three  engineers  are  now  employed  in  the  boiler 
room  on  eight-hour  shifts  at  $15  per  month,  or  50  cents  a  day.  These  men 
ire  et'licient  engineers  hut  by  reason  of  their  infirmities  are  unable  to  obtain 
employment  in  outside  service.  Each  of  these  engineers  is  therefore  given 
[i  helper  to  assist  in  the  heavier  part  of  the  work.  These  helpers  are  paid 
'-2  a  mouth.  Thus,  for  a  total  cost  of  $51  a  month  the  engineering  work  of 
(he  boiler  room  is  provide.)  for.  If  non-inmate  service  was  required  in  this 
work,  it  would  mean  a  salary  cost  for  engineers  alone  of  about  $450  a  month. 

While  the  limits  of  this  study  would  not  permit  an  exhaustive  inquiry 
nto  the  needs  of  the  service  for  the  purpose  of  determining  the  precise  num- 
ber of  employees  required  in  each  line  of  work,  it  is  believed  that  the  super- 
ntendent  is  exercising  his  powers  with  judgment.  A  definite  amount  is 
illowed  each  year  for  the  employment  of  inmate  labor,  and  examination  of 
he  records  of  the  home  shows  that  the  superintendent  has  come  well  within 
lis  appropriations  for  this  purpose  each  year. 

Svidences  of  Efficient  Administration 

Although  many  of  the  older  buildings  at  the  Relief  Home  are  of  wood 
nd  badly  designed  for  the  use  to  which  they  are  now  put,  all  were  found 

i'q  good  order  and  good  repair.  Scrupulous  cleanliness  was  the  order 
hroughout  and  the  usual  "institutional  odor",  common  to  institutions  where 
adigcnts  are  housed,  was  conspicuous  by  its  absence.  Throughout  the 
rounds  the  same  evidences  of  efficient  administration  were  noticed.  The 
iwns  and   gardens  were   in  excellent   condition,   and  walks   and  driveways 

I  >ere  well  cared  for. 

Discipline,  which  is  a  difficult  problem  in  institutions  of  this  character, 

h  clearly  good  without  being  harsh,  and  the  payment  of  small  salaries  to 
nnates  able  to  work  has  undoubtedly  been  of  value  in  promoting  discipline 
nd  esprit  de  corps. 

ledical  Service 

There  are  approximately  250  cases  requiring  medical  attention  at  the 
elief  Home.  Two  physicians,  a  man  and  a  woman,  are  employed  on  part 
me  at  $1,620  each.  They  devote  their  mornings  to  the  medical  work  at  the 
istitution  and  are  on  call  duty  at  all  times.  These  physicians  are  not  civil 
;rvice  appointees,  but  are  appointed  on  the  authority  of  the  board  of  health. 
i  addition,  there  are  two  student  internes  who  live  at  the  institution  and 
Jsist  the  regular  physicians. 

Twice  each  week  clinics  are  held  for  women  patients,  and  three  times  a 
eek  for  the  men,  the  male  physician  having  charge  of  all  medical  work 
»r  men,  and  the  woman  physician  for  the  women. 
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All  cases  admitted  to  the  institution  are  examined  by  the  physician  at  tin 
time  of  admission.  The  physician  makes  a  detailed  record  of  the  medica 
history  and  the  physical  condition  of  the  patient  at  the  time  of  admission 
On  the  basis  of  the  findings  of  the  physician,  the  superintendent  determine! 
the  needs  of  those  admitted  and  also  their  ability  to  perform  work. 

It  is  believed  that  more  efficient  medical  service  could  be  secured  at  lowe: 
cost  by  the  employment  of  a  resident  physician  on  full  time  at  an  initia 
salary  of  $1,500  a  year  and  maintenance,  with  annual  increases  as  follows 
$1,500,  $1,620,  $1,740,  $1,920,  $2,100,  $2,280.  This  position  should,  like  othe: 
positions  in  the  medical  service  of  the  department,  he  under  civil  service 
and  should  be  made,  if  possible,  a  promotion  appointment  from  the  rank 
of  the  resident  staff  of  the  city  and  county  hospital.  Such  minor  surgica 
work  as  may  be  required  should  he  performed  by  the  resident  physician,  bu 
in  the  event  that  a  major  operation  is  demanded,  the  patient  should  b 
transferred  to  the  San  Francisco  Hospital. 

Additional  Detention  Rooms  Should  Be  Provided 

Two  small  detention  rooms  are  provided  for  the  women's  wards,  and  her 
new  women  inmates  are  cared  for  for  a  few  days  until  they  have  been  foun 
free  from  disease,  and  have  been  put  into  a  frame  of  mind  by  the  mini; 
tration  of  the  matron  which  permits  their  adjustment  into  the  wards.  Th 
matron  states  that  she  has  found  this  a  very  valuable  procedure  for  th 
women  are  thus  enabled  to  adjust  themselves  to  their  new  life  without  bein 
thrown  immediately  into  contact  with  the  general  ward   inmates. 

Similar  procedure  should  be  adopted  for  all  male  admissions.  A  room  c 
rooms  should  be  set  aside  where  new  admissions  may  be  held  in  detentio 
for  a  few  days  until  they  are  proved  to  be  free  from  disease  and  until  the 
have  become  accustomed  to  the  institutional  routine. 

Additional  Nurse  Needed 

There  are  at  the  present  time  approximately  one  hundred  women  requl 
ing  special  nursing  care.  Half  of  these  are  hospital  cases  suffering  wit 
chronic  diseases  which  make  bed  care  necessary.  The  remainder  are  wom€ 
the  majority  of  whom  are  of  feeble  intellect  and  unable  to  keep  themselv* 
clean,  and  unable  to  perform  useful  work.  Of  this  latter  group  there  ai 
fourteen  epileptics,  most  of  them  being  young  women  able  to  work  bi 
subject,  of  course,  to  epileptic  attacks  at  varying  intervals. 

For  the  forty-five  or  fifty  women  who  are  in  need  of  medical  and  nursil 
care  there  are  four  nurses  regularly  assigned,   three  of  whom  are   on  dt 
duty  and  one  on  night   duty.     For  the  other  group  of  the  same  number 
patients  who  require  custodial  care  rather  than  medical  and  nursing  cai 
there  is  but  one  nurse  assigned  for  day  duty  and  one  for  night  duty, 

The  nursing  care  is  apparently  adequate  except  that  it  is  believed  th 
an  additional  nurse  for  day  duty  should    be    assigned    to    the    care    of 
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mentally  incompetenl  women.  These  women  arc  more  difficult  to  care  for 
sven  than  the  sick  for  they  are  helpless  and  yet  cannot  be  confined  to  their 
>eds.  Constant  watchfulness  must  be  given  them  at  all  times  and  consid- 
erable attention  paid  to  their  personal  cleanliness  and  habits. 

The  wards  were  clean  and  well  cared  for,  and  apparently  every  effort  is 
>eing  made  to  make  the  patients  as  contented  as  possible.  Except  for  the 
iced  as  mentioned  of  an  additional  nurse  for  the  care  of  the  feeble-minded 
vonicn,  no  criticism  can  be  offered  of  the  work  of  the  women  nurses. 

There  are  six  stewards  for  the  care  of  the  men  patients  in  the  infirmary, 
>f  whom  there  are  about  ninety.  The  service  given  by  these  stewards  ap- 
>ears  to  be  adequate  and  satisfactory.  The  men  cared  for  in  the  infirmary 
ire  elderly  those  who  by  reason  of  physical  and  mental  infirmities  are  unable 
o  attend  to  their  own  wants,  the  service  of  the  stewards  being  largely  eus- 
odial  in  character. 

Jeneral  Care  of  Inmates 

The  care  now  being  given  those  inmates  who  are  not  hospital  or  infirmary 
mtients  is,  it  is  believed,  quite  well  suited  to  their  needs.  The  purpose  of 
he  superintendent  as  expressed  by  him  is  to  make  the  institution  homelike, 
md  to  permit  the  inmate,  within  the  limits  of  good  discipline,  to  exercise 
individuality  in  his  clothing  and  in  the  use  of  his  quarters.  This  policy  is, 
t  is  believed,  working  out  satisfactorily  at  the  home. 

Clothing  of  good  quality  is  furnished  the  inmates  as  requisitioned  and 
Luthorized  by  the  superintendent.  The  inmates  are  permitted  to  wear  such 
lothes  as  they  may  have  or  may  be  given,  and  in  many  instances,  particu- 
arly  among  the  women,  the  individual  is  allowed  to  develop  her  own  individ- 
lal  taste  in  the  matter  of  dress. 

The  food  which  is  supplied  inmates  is  ample  in  quantity  and  of  uniformly 

;ood  quality.    Special  provision  is  made  for  those  inmates  who  are  employed 

bout  the  institution  in  heavy  manual  labor,  a  slight  addition  being  made 

o  the  regular  ration — usually  a  thick  hot  soup.     While  no  criticism  may  be 

ffered  as  to  the  amount  or  quality  of  food  furnished,  it  is  believed  that  the 

.  epartment  should  adopt  for  the  Relief  Home  a  standard  dietary  similar  to 

hat  which  has  been  worked  out  for  the  San  Francisco  Hospital  through  the 

dvice  of  Professor  Jaffa  of  the  University  of  California,     The  abundance  of 

'  ruits  and  vegetables  grown  in  California  makes  it  possible  to  serve  a  well- 

'  alanced  nourishing  diet,  and  to  vary  that  diet  so  as  to  obviate  monotony 

nd  at  the  same  time  insure  economy*. 

The  dormitories,  eight  in  number,  are  of  the  barracks  type,  but  instead  of 
arge,  open  sleeping  quarters,  small  rooms  with  two  beds  each  are  provided 
n  either  side  of  long  corridors.     These  small  rooms  were  found  to  be  well 

♦Since  this  report  was  written  the  hoard  of  health,  in  accordance  with  this  recom- 
aendation,  has  secured  the  services  of  Professor  Jaffa  for  working  out  a  standard 
ietary  for  the  Relief  Home. 
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taken  care  of.    Beds  and  bedding  were  clean  and  in  good  repair.     This  typJ 
of  construction  does  not,  however,  lend  itself  to  greatest  economy  of  main 
tenance  or  the  application  of  best  sanitary  measures.     It  is  believed  that  n< 
attempt   should   be   made   to   reconstruct   the   present    dormitories   but    tha 
immediate  consideration  should  be  given  to  the  erection  of  new  dormitorie: 
upon   a   more   modern   plan.     Individual    rooms    should    be   done   away    witll 
except  for  a  sufficient  number  to  accommodate  aged  couples  who  should  b«| 
kept   together.     Large   open   dormitories   in   which   beds   may   be   separatee 
by  partitions  beginning  about  a  foot  above  the  floor  and  reaching  shoulde 
high  would  be  more  easily  kept  in  sanitary  condition  and  would  permit  o 
more  adequate  lighting  and  ventilation.    Small  cubicles  would  permit  inmatel 
to  have  adequate  privacy  without  interfering  in  any  way  with  the  work  o 
the  attendants  or  custodians. 

Smoking  rooms  and  reading  rooms  are  provided  for  the  use  of  inmates 
but  more  stringent  rules  should  be  adopted  regarding  smoking  in  dormi ' 
tories  and  in  other  places  not  especially  designed  for  that  purpose.  Th |i 
very  inflammable  character  of  dormitories  renders  the  fire  risk  a  seriou  • 
one  under  any  circumstances,  and  particularly  so  when  men  are  allowed  tl 
smoke  without  restriction. 

Additional  Ward  Facilities  at  the  Relief  Home 
Recommended 

In  the  estimates  presented  by  the  superintendent  of  the  Relief  Home  fc 
the  fiscal  year  1915-16,  the  sum  of  $6,595  was  requested  for  the  purpose  c| 
maintaining  an  additional  ward  at  the  Relief  Home   infirmary.     This   itei 
was  not  allowed  in  the  budget  for  the  current  fiscal  year,  but  it  is  urgej 
that  further  consideration  be  given  to  this  matter.     The  San  Francisco  He 
pital  is  at  the  present  time  caring  for  a  number  of  incurable  patients  at 
average   cost  per  bed   of  $1,525.     In   view   of  the   fact  that  these   patiei 
could  be  cared  for  at  the  Relief  Home  at  an  average  cost  per  bed  of  $  .7<| 
less  than  half  the  cost  in  the  San  Francisco  Hospital,  it  is  apparent  tin 
their   care   in   the   San   Francisco   Hospital   is   an   extravagance.      Pro  visit 
should  therefore  be  made  for  such  patients  at  the  Relief  Home. 

Fire  Protection  Inadequate 

Although  there  is  a  sufficient  equipment   of  hose  and  fire  extinguish 
conveniently   located    through    all   buildings,    the    wooden   buildings   on 
south  hill  present  a  very  serious  fire  risk.     These  buildings  are  old  and 
flimsy   wooden   construction.      The   only   means   of   exit   in   these   dormito: 
buildings  are  narrow  crooked  stairways,  one  at  each  end  of  each  dormitor 
and   an   outside   crooked  wooden   stairway   between   balconies   which   extei! 
along  the  entire  length  of  the  dormitories.     In  case  of  fire  it  would  be  ii 
possible  for  the  aged  and  infirm  inmates  to  get  out  of  these  buildings  wit  ho 
a  very  probable  loss  of  life. 
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Much  the  same  situation  exists  in  the  infirmary  buildings  on  the  north 
side.  Stairways  are  narrow  and  crooked  and  the  only  outside  means  of 
exit  are  narrow  iron  stairways  leading  from  the  balconies  of  each  floor  by  a 
steep  and  crooked  descent.  Ward  patients  have  no  outside  means  of  exit 
jxcept  by  these  narrow  stairways. 

It  is  urged  that  immediate  attention  be  given  to  the  installation  of  proper 
are  escapes  at  the  institution.  Outside  fire  escapes  should  be  of  iron  and 
brovided  at  the  top  with  a  broad  platform.  The  steps  should  be  broad  and 
!>f  easy  descent,  preferably  an  incline  without  steps.  Entrances  should  be 
provided  at  all  fire  escapes  directly  from  dormitories  and  wards.  For  the 
inrards  particularly  the  openings  to  the  fire  escapes  should  be  wide  and  on  a 
evel  with  the  floor. 

Although  all  employees  are  assigned  to  stations  in  the  event  of  fire,  a 
■egular  fire  company  should  be  organized  and  drilled.  There  should  be  fre- 
luent  fire  drills  and  all  employees  should  be  taught  the  quickest  and  most 
(ffective  methods  of  getting  patients  and  inmates  out  of  buildings.  When 
It  is  realized  that  many  of  these  inmates  are  so  infirm  that  they  cannot  walk, 
ind  others  incapable  of  getting  about  except  with  the  aid  of  canes  and 
•.rutches,  the  necessity  of  having  a  more  effective  organization  of  employees 
'or  fire  protection  is  evident. 

3ost  of  Relief  Home  Service 

On  the  basis  of  the  existing  population  at  the  Relief  Home,  the  figures 
\)i  the  superintendent  as  prepared  for  the  1915-16  budget  show  that  the 
Ivverage  daily  cost  per  bed  is  $  .48.  Of  this  cost,  $  .139  is  spent  for  salaries 
jind  wages  of  employees  and  $  .341  for  food,  clothing,  hospital  service  and 
>ther  care,  including  general  institutional  maintenance.  As  the  superin- 
t  endent  points  out  in  his  estimates,  this  cost  includes  the  maintenance  and 
rare  of  patients  in  the  three-hundred  bed  infirmary,  the  average  daily  cost 
;  >er  bed  in  the  infirmary  being  $  .70. 

Because  of  differences  of  method  in  computing  per  capita  cost  in  insti- 
•  utions  of  this  kind,  it  is  difficult  to  make  comparisons  which  will  be  fair, 
^rom  observation  of  conditions  at  the  home  and  the  business  methods  fol- 
owed  in  the  institution,  it  is  apparent,  however,  that  strict  economy  is  being 
>bserved,  and  the  figures  of  cost  herewith  presented  do,  wdthout  question,  show 
hat  the  Relief  Home  service  is  being  rendered  at  a  very  low  cost  in  view  of 
he  fact  that  at  the  present  time  it  is  impossible  for  the  institution  to  carry  on 
ertain  industries  which  would  reduce  the  cost  without  an  increase  of  land  and 
'tker  facilities  not  now  provided  for.  The  importance  of  having  a  survey  of 
he  agricultural  possibilities  of  the  institution  is  worthy  of  emphasis  here. 
:  V.t  the  New  York  City  Farm  Colony,  which  is  a  farm  and  a  home  for  about 
,200  indigents,  the  per  patient  per  day  cost  has  been  reduced  to  .383  by 
eason  of  extension  of  farm  operations.  The  reduction  of  per  patient  per  day 
ost  at  the  Relief  Home  from  .48  to  .38  would  mean  a  saving  of  approximately 
440  per  day  or  $50,000  annually.     Obviously  then,  from  the  standpoint  of 
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economy,  the  most  necessary  thing  to  do  is  to  develop  the  resources  of  the 
home  so  that  the  institution  may  be  more  nearly  self-supporting. 

Survey  of  Farm  Operations  Recommended 

Dairy  facilities  at  the  Relief  Home  are  now  about  half  sufficient  to  supply 
the  milk  needed.  A  herd  of  about  sixty  cows  is  maintained  and  the  milk  now 
furnished  is  excellent  in  quality  and  of  a  standard  approved  by  the  health 
department  laboratory.  A  new  concrete  dairy  barn  has  recently  been  built  by 
inmate  labor,  but  this  barn  is  barely  sufficient  to  accommodate  the  present 
herd.  It  is  believed  that  it  is  possible  so  to  extend  dairy  operations  at  the 
Relief  Home  that  all  milk  needed  will  be  produced  upon  the  premises. 

A  drove  of  hogs  is  kept  at  the  Relief  Home,  the  hogs  being  fed  upon  the 
raw  garbage  of  the  institution.  The  experience  of  other  municipalities  shows 
that  this  is  a  most  economical  and  satisfactory  method  of  disposal  of  garbage 
provided  the  garbage  is  promptly  handled  to  prevent  fermentation  and  hog 
cholera  serum  is  used  to  prevent  disease.  No  objection  to  the  present  method 
of  feeding  garbage  to  hogs  is  made,  but  it  is  believed  that  all  hogs  should  b< 
immunized  against  hog  cholera  to  prevent  possible  losses  from  this  disease. 

Further  extension  of  the  poultry-raising  operations  is  planned  by  the 
superintendent.  It  is  believed  that  this  feature  of  farm  work  also  may  bt 
made  more  than  self-supporting  and  should  be  extended  to  the  point  of  pro 
viding  completely  for  the  needs  of  the  institution. 

It  is  stated  by  the  superintendent  and  others  familiar  with  soil  condition.1 
in  the  vicinity,  that  the  soil  near  the  institution  is  not  adapted  to  more  ex 
tensive  gardening  than  is  now  provided.  In  the  interest  of  economy,  how 
ever,  it  is  believed  that  the  services  of  the  Farm  School  of  the  University  o: 
California  should  be  requested  for  the  purpose  of  laying  out  a  plan  for  th 
utilization  of  all  possible  land  for  the  raising  of  food  products  and  the  exten 
sion  of  all  other  farm  operations  to  the  limit  of  resources.  The  city  of  Sai 
Francisco  should  also  consider  immediately  the  matter  of  acquiring  additiona 
land  adjacent  to  the  home.  "With  the  opening  of  the  Twin  Peaks  Tunnel  lane 
in  this  vicinity  will  become  increasingly  valuable,  and  in  a  very  short  time  i 
may  be  found  impossible  to  secure  land  enough  to  take  care  of  the  Relie 
Home  service. 

The  erection  of  new  and  more  modern  dormitories  will,  it  is  believed,  eon 
serve  land  which  is  needed  for  other  purposes,  but  even  if  this  is  done  th 
available  land  would  be  insufficient  to  make  it  possible  for  this  institution  t 
become  self-supporting.  This  is,  however,  the  ideal,  and  it  should  be  the  ail 
of  the  city  of  San  Francisco.  Such  a  survey  of  farm  operations  and  of  soils 
as  has  been  suggested,  is  the  first  step  in  the  program  and  this  can  no  doub 
be  secured  without  any  expense  to  the  city. 

Purchase  and  Storage  of  Supplies 

Business-like  methods  are  apparent  in  the  storehouse  at  the  Relief  Horn 
Authorized  goods  are  purchased  on  contract  and  deliveries  made  monthly  i 
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required.  A  complete  record  of  stock  is  kept  in  a  card  index — a  separate  card 
leing  used  for  each  variety  of  merchandise.  As  goods  are  received,  the  date 
>f  receipt  and  quantity  are  entered  upon  the  card.  As  issued  within  the 
ionic,  the  date  of  issuance,  the  requisition  number  the  quantity  and  the 
jalance  on  hand  are  noted.  The  storekeeper  thus  has  at  all  times  a  check 
tpon  his  goods  and  a  current   inventory  of  stock. 

Goods  are  issued  only  on  requisition.  The  requisition  blanks  are  serially 
lumbered  and  are  made  out  in  duplicate — one  copy  of  the  requisition  order 
,>eing  retained  by  the  depart nient  head  issuing  the  requisition,  and  one  being 
lent  to  the  storekeeper.  All  requisitions  require  the  approval  of  the  superin- 
endent  before  being  tilled,  and  must  be  receipted  by  the  person  making  the 
requisition  when  the  goods  are  delivered. 

This  system  is  a  very  excellent  one  and  should  be  made  uniform  for  other 
ustitutions  under  city  control  where  storehouses  are  necessary.  There  is  one 
taint  of  the  procedure  of  control  of  supplies  which  has,  however,  not  been 
properly  developed,  and  that  is  the  inspection  of  goods  delivered.  In  many 
ustances,  of  course,  a  casual  inspection  will  suffice  to  show  that  goods  come 
ip  to  the  specifications  of  contract,  but  something  more  is  needed  in  many 
,ther  instances.  The  superintendent  states  that  he  endeavors  to  see  that  the 
;oods  arc  as  represented,  and  in  several  instances  has  sent  specimens  of 
.rticles  to  the  health  department  to  be  examined,  but  as  the  health  depart- 
ment laboratory  is  not  equipped  to  make  all  analyses,  chemical  and  physical, 
jrhich  might  be  required,  he  has  asked  for  analysis  only  when  he  believed  it 
ecessary. 

Although  there  is  a  municipal  inspector  of  supplies  whose  function  it  is 
jo  examine  articles  of  supply  purchased  by  the  city,  the  superintendent  of  the 
i  belief  Home  states  that  he  can  recall  but  one  visit  to  the  Relief  Home  by 
his  inspector.  As  has  already  been  recommended  earlier  in  this  report,  the 
Increased  facilities  in  the  health  department  laboratory  when  new  health 
lepartment  headquarters  are  prepared,  as  contemplated,  will  permit  the 
nalysis  by  this  laboratory  of  supplies  furnished  on  contract  to  the  Relief 
lome. 

roters  at  the  Relief  Home 

According  to  the  statement  of  the  clerk  at  the  Relief  Home,  there  are 
pproximately  four  hundred  voters  among  the  inmates.  Under  the  existing 
tate  law  inmates  of  the  home  are  not  deprived  of  the  right  to  vote,  and  as 
result  the  Relief  Home  is  a  fertile  field  for  the  activities  of  politicians.  As 
matter  of  public  policy  it  is  believed  that  this  condition  of  affairs  is  dis- 
inctly  bad,  for  there  cannot  fail  to  be  on  the  part  of  politicians  an  effort  to 
ontrol  or  exert  an  influence  upon  the  admission  of  persons  to  the  Relief 
lome.  It  is  decidedly  to  the  advantage  of  the  party  in  power  to  establish 
constituency  at  the  home,  and  while  it  is  not  charged  that  an  improper 
lfluence  is  exerted  upon  those  responsible  for  the  admission  of  inmates  to 
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the   home,   the   fact  remains   that   it   is   to   the  advantage   of   politicians  ti 
attempt  it. 

Under  any  circumstances  it  would  seem  to  be  entirely  within  the  provide 
of  the  institutional  authorities  to  prevenl  electioneering  at  the  homo.  S 
long  as  inmates  retain  their  votes  it  would  be  unfair,  of  course,  to  prohibi 
political  speakers  from  making  their  appeals  to  the  voters  by  speeches  o 
through  literature  which  may  be  distributed,  but  further  activities  should  b 
prohibited. 


Records  of  Inmates 


A  very  complete  record  is  kept  of  the  inmate  and  of  his  career  in  th 
institution.  The  record  includes  all  data  necessary  for  the  identification  o 
the  inmate,  the  reasons  for  his  admission,  and  the  authority  responsibl 
therefor,  a  record  of  the  health  of  the  inmate  and  of  his  death,  in  the  even 
that  death  occurs  while  he  is  in  the  home,  a  record  of  all  deposits  and  with 
drawals  of  funds  made  by  the  inmate  with  the  dates  thereof,  and  of 
articles  of  clothing  issued  to  him,  together  with  a  complete  inventory  of 
personal  effects  kept  in  storage.  These  records  are  well  designed  on  fill 
cards,  and  examination  of  the  file  shows  that  the  records  are  kept  enrreq 
to  date. 

The  records  of  medical  care  of  patients  in  the  infirmary  are  also  very 
kept.  As  pointed  out  earlier  in  this  report,  under  the  head  "Organizati 
and  Administration,"  an  effort  should  be  made  to  standardize  the  medi 
records  of  all  institutions  under  health  department  control.  There  is  n 
reason  why  the  same  system  of  medical  records  should  not  be  used  in  all  \\Oi\ 
pitals  under  health  department  supervision,  not  only  as  a  measure  of  econom 
in  printing,  binding,  filing  and  analyzing  records,  but  also  to  make  it  possibl 
to  compare  the  results  of  treatment  in  the  various  institutions. 

The  Coroner's  Office 

Charter  Provisions 

The  office  of  coroner  is  established  by  charter.  The  coroner  is  elected  bj 
the  people  and  holds  office  for  two  years.  Nothing  is  said  in  the  chai 
relative  to  his  qualifications  except  that  he  shall  be  an  elector  of  the  city  an^ 
county  at  the  time  of  his  election  and  shall  have  been  such  for  at  least  fivj 
years  prior  to  his  election.  The  salary  of  the  coroner  is  fixed  by  charter 
$4,000  a  year,  but  no  requirement  is  stated  as  to  the  amount  of  time  which  h 
shall  devote  to  his  duties. 

The  coroner  is  empowered  to  appoint  an  autopsy  physician  at  a  salary 
$2,400  a  year,   a  chief  deputy  at   $2,400  a   year,  three   assistant  deputies 
$1,500  a  year  each,  a  stenographer  and  typewriter  at  $1,800  a  year  anc 
messenger  at  $900  a  year.     Nothing  is  said  in  the  charter  as  to  the  atnoi 
of  time  which  these  employees  shall  devote  to  their  duties. 
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Organization  and  Personnel  of  Coroner's  Office 

The  present  coroner  is  a  practicing  physician  of  the  city  and  county  who 
devotes  a  pari  of  his  time  only  to  the  duties  of  his  office.  The  amount  of 
time  spent  daily  in  the  discharge  of  his  duties  is  variable,  depending  upon 
the  proc lings  to  be  conducted. 

The  general  supervision  of  office  work  and  the  direction  of  assistant  depu- 
ties and  other  employees  is  largely  delegated  to  the  chief  deputy  who  is 
Appointed  by  the  coroner  al  a  salary  of  $2,400  a  year.  He  is  a  full-time 
pfficer.  The  greater  part  of  this  officer's  time  is  spent  in  handling  the  affairs 
of  the  office,  bul  he  not  infrequently  goes  into  the  field  to  conduct  investiga- 
tions in  person.  At  the  time  of  this  survey,  the  chief  deputy  was  spending 
practically  his  entire  time  in  the  held  owing  to  the  absence  of  one  of  the 
assistant   deputies  on   vacation. 

The  autopsy  surgeon  is  in  complete  charge  of  all  autopsy  Avork  subject  to 
the  direction  of  the  coroner.  He  is,  a  pathologist  and  a  practicing  physician 
who  devotes  part  of  his  time  to  his  duties  as  autopsy  surgeon,  the  time 
required  varying  considerably  from  day  to  day.  He  is  appointed  by  the 
toroner. 

The  toxicologist,  who  is  connected  with  the  University  of  California,  is 
employed  on  part  time  at  a  salary  of  $1,200  a  year.  Specimens  are  sent  to 
the  toxicologist  by  the  autopsy  surgeon — all  toxicological  work  being  per- 
formed at  the  college  laboratory.    The  toxicologist  is  a  civil  service  appointee. 

Three  assistant  deputies  (male)  are  employed  at  salaries  of  $1,500  a  year 
each.  They  are  civil  service  appointees  and  devote  their  entire  time  to  their 
duties.  These  assistant  deputies  work  on  shifts  so  that  there  is  always  an 
assistant  deputy  on  duty.  The}'  are  charged  with  the  duty  of  conducting 
the  preliminary  investigations  of  cases  reported  to  the  coroner's  office,  the 
obtaining  of  names  and  addresses  of  witnesses  and  such  other  duties  as  may 
be  required  by  the  chief  deputy.  The  greater  part  of  their  time  is  spent  in 
the  field. 

One  assistant  deputy,  a  woman,  is  detailed  to  office  work,  including  the 
keeping  of  records,  answering  telephonic  and  other  inquiries,  and  in  general 
supervising  the  routine  clerical  work  of  the  office.  She  receives  a  salary  of 
$1,200  a  year  and  gives  full  time  to  her  work.  This  position  is  filled  through 
civil  service  examination.  Another  assistant  deputy  at  $1,200  is  employed 
on  full  time.  He  acts  as  a  driver  of  the  morgue  auto  for  the  transportation 
of  bodies. 

Two  stenographers  are  employed,  one  at  $1,800  a  year  and  the  other  at 
$1,500,  in  the  handling  of  correspondence,  the  preparation  of  reports  of 
inquests,  and  general  stenographic  work.  Both  are  civil  service  appointees 
and  give  full  time  to  their  duties. 

Two  clerk-matrons  are  employed  on  full  time  at  $1,020  a  year  each.  One 
matron  is  on  night  duty  and  one  on  day  duty  at  the  coroner's  office.     They 
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assist  also  in  the  clerical  work  of  the  office.  They  are  both  civil  service 
appointees. 

A  morgue  tender  at  $1,080  a  year  is  charged  with  the  care  of  the  morgue 
and  of  the  bodies  therein.    He  is  a  civil  service  appointee  and  on  full  time. 

A  messenger  receives  a  salary  of  $900  a  year  for  full-time  service,  his 
duties  being  indicated  by  his  title.    He  is  a  civil  service  appointee. 

SUMMARY   OF    EMPLOYEES   AND   SALARIES. 


Coroner  

Chief  deputy   

Autopsy   surgeon    

Toxicologist    

Assistant  deputies   

Assistant  deputy  (female) 

Assistant  deputy  and  driver 

Stenographer    

Stenographer    

Morgue  tender 

Clerk-matrons   

Messenger     

Total  employees   15 


Number 

Full  Time 

of 
Employee 

s 

or 
Part  Time 

part  time 

Salaries 

1 

$4,000 

1 

full     " 

2,400 

1 

part    " 

2,400 

1 

"       " 

1,200 

3  @ 

$1,500 

full     " 

4,500 

1 

*       " 

1,200 

1 

<      i< 

1,200 

1 

<       •< 

1,800 

1 

<       << 

1,500 

1 

'       " 

1,080 

2   @ 

$1,020 

2,040 

1 

900 

Salary  Cost      $24,220 


Office  Procedure  and  Records 

Physicians  and  others  are  required  to  report  all  cases  of  death  of  which 
they  may  have  knowledge,  in  which  death  occurred  within  twenty-four  hours 
after  their  first  visit — and  also  all  cases  of  death  from  accident,  injury  or  in 
which  the  circumstances  of  death  were  peculiar  or  suspicious. 

When  a  report  is  received,  the  assistant  deputy  or  clerk  receiving  the 
report  enters  upon  a  special  form  the  date  of  report,  time  received,  name 
of  person  reporting,  telephone  number  and  the  message  or  other  communica- 
tion as  it  may  be  stated.  The  deputy  or  assistant  deputy  conducts  all  investi- 
gations to  determine  all  other  necessary  facts.  The  result  of  his  investiga- 
tion is  recorded  in  a  book  called  "Death  Report.  Coroner's  Office"  which 
calls  for  the  following  data : 

Date  report  received; 

Time  received; 

Name  of  person  reporting  case; 

Address ; 

Telephone  number; 

Name  of  deceased; 

Male  or  female ; 

Color ; 

Nativity ; 

Married  or  single; 

Occupation ; 

Residence ; 

Place  where  death  occurred; 

Time  of  death  or  when  found  dead; 
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Presumable  cause  of  death    (must  be  filled  in  by  deputy  or  assistant 

deputy  in  own  handwriting)  ; 
Time  body  received  at  morgue; 
Deputy  (signature)  ; 
.Messenger  (signature)  ; 
Undertaker     (signature    of    undertaker    when    body    is    released    for 

burial)  ; 
Order  for  burial  signed  by; 
Relation  of  signer  to  deceased. 

In  case  of  accident  or  suicide,  the  following  additional  data  is  required 
as  to — 

Time  of  accident  or  suicide; 
Place  of  accident  or  suicide ; 
Nature  of  accident  or  suicide; 
When  received  in  hospital ; 
Predisposing  cause — of  suicide; 
Date  of  inquest ; 
Verdict. 

A  certificate  of  autopsy  from  the  autopsy  surgeon  is  also  included  in  this 
record.  The  autopsy  surgeon  tills  in  the  following  statement  and  appends 
his  signature  in  his  own  hand : 

"I    hereby   certify    that   I   have   made    an   autopsy   on   the   body   of 

mentioned  above  on  this 

day  of at o'clock  and  find  that  the  cause 

of  death  is " 

Signature  

Aside  from  the  statement  made  by  the  autopsy  surgeon  as  to  the  cause 
of  death  after  the  autopsy  has  been  performed,  there  is  no  report  of  autopsy 
except  that  which  may  he  made  by  the  autopsy  surgeon  for  his  own  informa- 
tion and  use  at  inquests  when  he  is  examined.  This  is  in  the  nature  of  a 
simple  memorandum  and  is  kept  by  the  autopsy  surgeon  in  his  own  office  in 
the  morgue. 

In  conducting  the  investigation  the  deputy  is  required  to  secure  the 
names  and  addresses  of  all  persons  knowing  anything  of  importance  regard- 
ing the  case  and  also  to  obtain  from  such  persons  as  complete  a  history  as 
possible  of  the  accident,  injury  or  other  circumstances  attendant  upon  the 
death. 

A  record  is  also  kept  in  this  book  of  all  property  found  upon  the  deceased 
and  this  is  kept  at  the  coroner's  office  until  called  for  by  relatives  or  others 
to  whom  it  may  properly  be  delivered.  In  the  event  that  property  is  un- 
claimed after  thirty  days,  it  is  turned  over  to  the  city  treasurer. 

Another  book  is  kept  in  which  a  special  record  is  made  of  all  unknown 
dead  or  deaths  in  which  doubt  exists  as  to  identity  of  the  deceased.  This 
is  called  the  "John  Doe  Book",  and  contains  a  photograph  of  the  deceased 
whenever  possible  and  data  regarding  the  body  under  the  heading  "Per- 
sonal Description  of  Unknown  Dead"  as  follows: 
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Of         (supposed  name  or  cognomen)  ; 

When  found; 

Where  found; 

Name  of  person  finding  body; 

Address  of  person  finding  body; 

Age  Build ; 

Height       feet       inches ; 

Hair; 

Whiskers ; 

Mustache ; 

Features ; 

Complexion ; 

Eyes  Eyebrows ; 

Nose; 

Chin  Ears ; 

Teeth ; 

Particular  marks  Weight ; 

Hat; 

Coat; 

Vest; 

Pants ; 

Footwear ; 

Underwear ; 

Property ; 

No.  of  photograph; 

Remarks. 

When  a  report  is  received  of  a  missing  person,  the  following  informa- 
tion is  obtained  by  the  assistant  or  other  person  receiving  the  message  and 
entered  upon  a  form  called  "Missing  Report": 


Name; 

Address ; 

Missing  since ; 

Date  reported ; 

Name  of  person  reporting  case ; 

Address  of  person 

reporting 

case; 

If  found,  notify ; 

Description  of  Pary  Missing — 

Age; 

Remarks ; 

Height ; 

Hat; 

Weight ; 

Coat; 

Eyes; 

Vest; 

Hair; 

Pants ; 

Beard ; 

Shirt ; 

Mustache ; 

Underwear ; 

Marks ; 

Shoes. 

Signature  of  person  receiving  report. 

In  the  event  that  a  physician  is  unwilling  to  certify  positively  as  to  the 
cause  of  death,  an  autopsy  is  held  unless  the  death  certificate  is  counter- 
signed by  the  coroner.  Such  countersignature  is  not  given  unless  there  is 
submitted  with  the  death  certificate  a  certificate  signed  by  the  nearest  rela- 
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five    and    the    attending    physician    to   the    effect    that    death   resulted    from 
natural  causes  and   waiving  coroner's  inquest. 

A  d.ath  certificate  is  made  out  and  forwarded  to  the  health  department 
by  The  coroner  as  soon  as  the  cause  of  death  has  been  determined.  Another 
eopy  is  made  by  a  clerk  and  is  kept  on  file  in  the  coroner's  office.  In  the 
event  that  a  certificate  is  countersigned  as  described  above,  a  copy  of  the 
certificate  of  the  relative  and  the  physician  as  previously  described  is  at- 
tached to  the  copy  of  the  death  certificate  and  filed  with  it  in  the  coroner's 
office. 

Selection  of  Coroner's  Jury 

When  an  inquest  is  required  by  the  coroner,  one  of  the  two  police  officers 
who  is  detailed  to  the  coroner's  office  by  the  police  department  is  sent  out  to 
secure  jurors.  There  is  no  panel  for  such  jurors,  but  the  police  officer  simply 
subpoenas  a  sufficient  number  of  citizens  for  the  purpose,  using  his  own  judg- 
ment in  their  selection.  The  coroner  endeavors  to  have  several  cases  ready 
for  the  jury  so  that  as  little  as  possible  of  their  time  will  be  taken.  The 
jurors  are  then  called  to  report  at  12:30  for  viewing  the  bodies.  As  soon  as 
the  cases  have  been  properly  worked  Up  and  all  information  secured,  wit- 
neses  subpoenaed,  etc.,  the  jurors  are  notified  to  appear  for  the  inquests. 

The  following  quotation  from  the  report  on  the  coroner's  office  in  the  City 
of  New  York  by  the  commissioner  of  accounts  would  seem  to  be  in  nowise 
lacking  application  to  the  procedure  of  selecting  a  coroner's  jury  in  San 
Francisco : 

"Altogether  the  coroner's  jury  furnishes  a  tempting  opportunity 
and  an  easy  means  of  impeding  the  administration  of  criminal  justice, 
and  of  prejudicing  the  civil  rights  of  interested  parties  by  the  simple 
process  of  packing  a  coroner's  jury." 

Notices  to  District  Attorney 

When  inquests  are  ready  for  holding  on  a  given  day,  a  notice  is  sent  to 
I   the  district  attorney  stating  the  name  of  the  deceased,  date  of  death  and  cause 
and  circumstances  of  death  in  each  case.     The  inquests  are  usually  attended 
by  the  district  attorney  or  a  representative. 

Following  the  inquests,  a  notice  is  sent  to  the  district  attorney's  office  stat- 
i  ing  name  of  deceased,  date  of  death,  cause  of  death  and  verdict  in  each  case. 

Delivery  of  Bodies  for  Burial 

Before  a  body  may  be  delivered  for  burial,  the  nearest  relative  or  person 
;  defraying  the  expenses  of  burial  or  officers  of  societies  arranging  and  pay- 
|  ing  for  the  funeral,  are  required  to  furnish  the  coroner's  office  with  an  order 

as  follows : 

"Please  deliver  the  remains  of  de" 

ceased   to  undertaker  for  interment,  the  same  to 

be  held  subject  to  the  order  of  the  coroner." 

Name     

Residence 

Relation  to  deceased 


514  San  Francisco 

Coroner's  Office  Should  Be  Abolished 

No  criticism  is  offered  of  the  routine  office  procedure  of  the  coroner's 
office.  All  records  which  are  required  are  kept  in  excellent  condition  and  are 
generally  satisfactory  in  detail.  In  view  of  the  fact  that  the  judgment  of  the 
Bureau  of  Municipal  Research,  and  of  others  who  have  made  special  studies 
in  this  field  of  municipal  government,  is  unanimous  that  the  office  of  coroner 
should  be  abolished,  no  attempt  will  be  made  in  this  report  to  suggest  methods 
of  improving  procedure  under  the  existing  organization,  since,  under  any  cir- 
cumstances, charter  amendment  is  necessary. 

In  1915,  the  commissioner  of  accounts  of  the  City  of  New  York,  as 
directed  by  the  mayor,  made  an  exhaustive  study  of  the  administration  of  the 
office  of  coroner  not  only  in  the  City  of  New  York  but  also  in  other  cities 
and  states.  As  a  result  of  this  study  the  commissioner  of  accounts  recom- 
mended the  immediate  abolition  of  the  coroner's  office  and  the  substitution  of 
a  department  of  medical  examination  under  the  following  plan*  (see  Report 
on  Special  Examination  of  the  Accounts  and  Methods  of  the  Office  of  Coroner 
in  the  City  of  New  York)  : 

1 — That  the  function  of  the  new  department  of  medical  examination  shall 
begin  and  end  with  the  adequate  and  accurate  determination  of  the 
physical  cause  of  death ; 

2 — That  the  head  of  this  department  shall  be  appointed  by  the  mayor  from 
a  list  (civil  service)  of  competent  trained  physicians  and  pathologists; 

3 — That  this  new  department  shall  be  subject  to  continuous  central  control 
so  that  any  misfeasance  or  non-feasance  on  the  part  of  any  of  its 
employees  may  be  visited  with  trial  and  dismissal ; 

4 — That  all  work  of  criminal  investigation  shall  be  handled  by  the  police 
and  the  various  district  attorneys ; 

5 — That  preliminary  hearings  in  homicide  cases  shall  be  held  before  a  city 
magistrate ; 

6 — That  the  coroner's  court  and  coroner's  jury  shall  be  abolished  and  that 
no  inquest  shall  be  held  except  as  preliminary  hearings  in  homicide 
cases,  as  above; 

7 — That  full  and  adequate  records  of  the  medical  findings  of  the  new  de- 
partment shall  be  kept  in  each  and  every  case,  made  public  records 
and  put  at  the  disposal  of  the  criminal  and  health  authorities  of  the 
city  and  also  be  made  available  to  all  parties  in  interest  in  any 
litigation  arising  from  the  death  of  the  deceased. 

The  elective  coroner's  system  has  been  abolished  in  the  states  of  Massa- 
chusetts, Michigan,  Connecticut  and  Rhode  Island,  New  Mexico,  "Washington 
and  New  Hampshire,  and  also  in  Erie  County,  New  York.  Its  abolition  in 
other  counties  and  states  is  contemplated  and  it  is  hoped  that  in  a  few  years 
the  system  will  be  done  away  with  throughout  the  United  States.     No  charge 


*The  recommendations  of  the  commissioner  of  accounts  have  since  been  enacted  into 
law  to  become  effective  at  the  expiration  of  the  terms  of  office  of  the  present  coroners. 
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is  made  of  corruption  in  the  office  of  coroner  in  San  Francisco  but  experience 
Hsewhere  indicates  thai  flagranl  abuses  are  possible  under  the  present  plan. 
the  fact  that  the  coroner's  office  is  one  which  is  surrounded  by  much  secrecy; 
t ii^  fact  that  the  coroner  is  an  elective  official  who  may  or  may  not  be  ade- 
quately trained  and  fitted  for  his  duties;  the  method  of  selecting  jurors  who 
may  or  may  not  be  interested  in  the  case;  the  holding  of  court  by  an  officer 
mil  earned  in  legal  proceedings  and  yet  having  considerably  broader  powers 
in  many  respects  than  are  held  by  a  court  of  law;  the  exceptionally  high 
cost  for  personal  service  in  the  coroner's  office;  the  duplication  of  investiga- 
tional work  in  whole  or  in  part  by  the  police  and  the  district  attorney — all  are 
reasons  why   abuses  are  possible  under  the  present  plan. 

Cost  of  Medical  Examiner  Plan 

It  is  recommended  that  in  place  of  the  existing  organization  the  office  of 
coroner  be  abolished  and  that  the  office  of  medical  examiner  be  created.  The 
medical  examiner  should  be  a  thoroughly  trained  physician  and  pathologist 
and  should  be  attached  to  the  office  of  the  district  attorney.  Such  a  physician 
should  receive  a  salary  of  $5,000  a  year  for  full-time  service.  Assisting  him, 
there  should  be  a  toxicologist  paid  as  at  present  $1,200  a  year  for  such  service 
as  may  be  required,  a  secretary  at  $1,500  and  a  stenographer  at  $1,200.  This 
is  all  the  force  needed  except  that  which  may  be  required  in  the  operation  of 
the  morgue  and  the  transportation  of  bodies.  The  following  complete  schedule 
of  employees  and  salaries  under  the  proposed  plan  is  suggested: 

Medical  examiner   (full  time) $  5,000 

Secretary     1,500 

Toxicologist  (part  time) 1,200 

Stenographer    1,200 

Morgue  tender   1,080 

2  matrons  at  $900 1,800 

$11,780 

The  creation  of  the  office  of  medical  examiner  with  the  force  above  out- 
lined would  mean  an  annual  saving  in  personal  service  alone  of  $12,440  and 
it  would  mean  the  elimination  of  all  opportunity  for  abuse  which  exists  under 
the  present  system. 

The  duties  of  the  medical  examiner  under  this  plan  would  be  to  conduct 
such  an  investigation  as  would  determine  the  cause  of  death  and  nothing  but 
the  cause  of  death.  This  should  include  an  autopsy  with  a  complete  and  de- 
tailed record  of  findings,  the  chemical  examination  and  toxicological  examina- 
tions necessary  and  the  findings  thereof,  together  with  such  other  facts  of 
medical  interest  and  value  as  might  be  observed.  A  report  of  this  examina- 
tion should  then  be  transmitted  to  the  office  of  the  district  attorney  who  should 
make  the  necessary  investigation  to  fix  the  responsibility  for  the  death.  In 
general,  the  procedure  outlined  by  the  commissioner  of  accounts  of  the  City  of 
New  York,  as  previously  described,  should  be  followed. 
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PUBLIC  WORKS  ACTIVITIES 

INTRODUCTORY  NOTE  TO  SUCCEEDING  SECTIONS 

The  following  sections  of  the  report  deal  with  the  public  ivories  activitim 
of  the  city.  These  include  those  activities  which  an  under  the  jurisdiction  of 
the  department  of  public  works,  the  department  of  electricity,  th<  hoard  of 
park  commissioners,  the  playground  commission  and  the  high  pressun  system 
of  the  fire  department.  All  of  the  various  activities  of  these  departments  art 
included,  with  the  exception  of  the  municipal  railways  and  thi  Hetch  Hetch$ 
divisions  of  the  bureau  of  engineering  of  the  department  of  public  works. 

Method  of  Preparing  the  Report 

The  report  is  based  on  a  seven  weeks'  survey  of  field  operations,  organiza- 
tion and  procedure  of  these  various  departments.  In  order  that  then  might 
be  no  disagreement  as  to  th<  statements  of  fact,  the  findings  of  this  report 
were  taken  tip  with  the  officials  of  tin  various  departments  at  thi  time  the 
survey  was  in  progress.  Criticisms  and  constructive  suggestions  also  w<re 
discussed,  in  order  that  any  divergence  from  tin  standard  of  recognized  hist 
practice  which  might  be  warranted  by  local  conditions,  either  in  the  organisa- 
tion or  the  personnel,  would  not  be  overlooked  in  developing  the  argument  in 
the  report. 

There  has  been  included  in  tin  report  only  as  much  description  of  organiza- 
tion and  procedure  as  it  was  thought  would  be  necessary  for  a  clear  under- 
standing of  the  criticisms  and  constructive  recommendations.  A  description  of 
the  existing  organization  is  given  in  the  graphical  representation  of  the 
"present  organization   of  the  departments"   which  is  appended  to   thi    report. 

Report  Presented  in  a  Spirit  of  Constructive  Co-operation 

The  report  was  prepared  and  is  presented  in  a  spirit  of  constructivi  cm 
operation.  Where  criticism  of  existing  practices  or  organization  was  warranted 
by  the  conditions  found,  the  issue  has  been  met  squarely.  No  attempt  has 
been  made  to  single  out  individuals  who  may  be  responsible  for  weakm 
in  organization  or  wasteful  procedure.  Who  has  been  responsible  for  lack  of 
economy  in  administration  or  inefficient  work  is  not  so  important  as  who  is 
responsible  now  for  the  correction  of  the  existing  defects  in  organization  and 
procedure.  No  matter  who  is  responsible  for  past  failures  or  who  should  be 
given  credit  for  future  improvements,  of  one  fact  the  citizens  of  San  Francisco 
may  be  assured:  until  the  function  of  administration  is  left  in  the  hands  of 
the  executives  and  is  no  longer  confused  and  stultified  by  administratis  legist 
lation,  little  economy  in  the  carrying  on  of  these  administrative  activities  can 
be  secured. 
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Executives  Are  Handicapped  By  Petty  Restrictions 

Efficient  executives  an  essential  to  the  success  of  any  organization,  but  the 
best  executives  in  tin  world  will  be  of  little  help  if  their  administrative  acts 
are  so  hedged  about  by  legislative  restrictions  that  it  is  impossible  for  them  to 
purchasi  supplies,  hin  or  discharge  employees,  order  ivork  undertaken  or  work 
stopped,  without  first  having  secured  permission  from  the  supervisors. 

This  is,  in  fact,  tin  condition  which  now  exists  in  the  administration  of  the 
Ipublic   works  activities  in   the  city  of  San   Francisco. 

Appreciation  of  Co-operation  of  Officials 

This  opportunity  is  taken  to  express  appreciation  of  the  co-operation 
affonh  (I  by  tin  various  executives  in  charge  of  the  public  works  activities. 
This  survey  was  undertaken  in  a  spirit  of  co-operation  and  to  this  end  the 
officials  have  contributed  generously  of  their  time  and  the  time  of  their  forces. 

!Much  of  the  data  included  in  this  report  was  prepared  at  the  request  of  the 
examiners  by  the  employees  of  the  various  departments. 

The  representatives  of  the  New  York  Bureau  of  Municipal  Research  who 
wi  >•'  iiu/ai/id  in  tin  preparation  of  this  part  of  the  survey  report  were,  with- 
out exception,  received  courteously  and  given  every  assistance  in  securing  the 
information  desired,  or  access  thereto,  by  the  officials  of  the  various  depart- 
ments. 
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General  Statement 

The  survey  of  the  department  of  public  works  in  San  Francisco  was  undei 
taken  at  a  time  when  conditions  were  normal.     The  administrative  and  execu- 
tive personnel  of  the  department  had  been  occupying  their  positions  for  suffi- 
cient time  to  be  thoroughly   familiar  with   the  needs  of  the  various  bureausl 
and  divisions  under  their  direction.     The  period  of  the   survey   was  the  first  I 
part  of  the  fiscal  year.    The  executives  were  neither  cramped  by  lack  of  funds 
nor   required   to   work  under   high   pressure    conditions   in   order   to    complete 
work  before  the  end  of  the  fiscal  year.     No  member  of  the  board  of  public 
works  had  served  less  than  two  and  one-half  years.     No  charter  amendments! 
requiring  fundamental  changes  in  organization  or  procedure  had  been  passed| 
since  1913. 

In  examining  the  work  of  the  department,  it  was  apparent  that  improve- 
ments both  in  organization  and  methods  had  been  made  in  the  last  two  years. 
Measured  by  what  it  was  possible  to  accomplish,  these  efforts  to  secure  greater 
economy  and  efficiency  in  the  work  of  the  department  and  particularly  tl 
results  which  have  been  obtained,  fall  somewhat  short  of  what  might  reason-| 
ably  have  been  expected. 

This  report  has  already  pointed  out  that  one  of  the  fundamental  difficulties! 
encountered  in  the  administration  of  the  various  city  departments  has  beenl 
the  infringement  by  the  board  of  supervisors  on  the  rights  of  the  executives.! 
In  no  department  of  the  city  government  has  this  been  more  noticeable  than| 
in  the  department  of  public  works,  and  in  no  ether  department  have  the  result 
of  this  infringement  worked  such  great  harm  in  administration. 


Public  Support  Needed  for  Plans  of  Executives 

In  the  following  sections  of  the  report,  instances  are  pointed  out  where  tl 
board  of  public  works  or  the  various  bureau  and  division  chiefs  have  recom- 
mended  changes   in   organization,    procedure   and    work    methods   which   would| 
have,   if  adopted,  contributed  materially  to  the  securing  of  greater  econoi 
and  efficiency  in  administration  but  which  have  not  been  put  into  effect.     Tl 
frequent  overturning  of  such  recommendations  has  created  a  spirit  of  "lais» 
faire"  in  the  administration  of  the  department. 

No  more  effective  measure  could  be  taken  towards  improving  the  workii 
conditions   in   the   department    of   public   works   than    the    development    of 
strong  citizen  co-operation  for  supporting  the  sound   recommendations  of  tl 
public  works  executives.     To  judge  from  past  experience,  the  recommendatioi 
of  the  officers  of  the  department  will  be  of  little  effect  unless  public  support 
enlisted  in  their  favor. 
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Substantial  Economies  May  Be  Effected 

The  purpose  of  this  reporl  is  to  presenl  an  appraisal  of  the  organization 
and  methods  of  carrying  on  the  public  works  business  of  the  city  and  county 
of  San  Francisco.  As  the  city  -rows,  the  public  works  requirements  will  in- 
crease accordingly.  Unless  better  economy  in  the  administration  of  the  public 
works  is  secured,  appropriations  will  have  to  be  increased  to  meet  the  increas- 
ing needs  of  the  city. 

There  is  no  doubt,  however,  that  substantial  economies  are  possible  in  the 
administration  of  the  various  public  works  activities  and  that  the  securing  of 
these  economies  will  not  only  eliminate  the  necessity  for  increased  appropria- 
tions, but   will   make  possible  a  decrease   in  certain  of  the  amounts  allowed. 

Reorganization  Should  Begin  at  Once 

To  those  familiar  with  the  details  of  the  various  public  works  activities  it 
will  be  evident  that  many  of  the  criticisms  included  and  a  number  of  the 
recommendations  made  are  not  new.  Many  of  these  criticisms  have  been  re- 
peatedly brought  to  the  attention  of  the  officials  and  citizens  who  have  inter- 
ested themselves  in  the  details  of  the  public  works  administration.  Where  the 
conditions  criticized  still  exist,  the  criticisms  and  recommendations  have  been 
repeated  in  this  report.     Manx    of  these  matters  are  of  fundamental  importance 

!  in  the  administration  of  the  department  of  public  works.  Reorganization 
measures  in  city  departments  involve  slow  processes.  Recommendations  often 
have  to  be  repeated  times  without  number  in  order  to  secure  action.  In  so  far 
as  these  defects  are  concerned,  what  is  needed  is  not  more  surveys,  more  Grand 
Jury  investigations,  more  reports,  but  action.  And,  if  the  future  may  be 
judged  by  the  past,  unless  the  active  co-operation  of  the  citizens  is  obtained, 
little  can  be  accomplished  in  securing  tbe  necessary  changes  in  organization 
and  procedure. 

The  absence  of  seasonal  changes  has  made  the  problem  of  public  works 
administration  less  complicated  in  San  Francisco  than  in  cities  where  a  severe 
winter  season  is  felt.  The  principal  advantage  comes  from  the  fact  that  there 
is  no  season  of  severe  cold  weather.  Pavements  are  not  disrupted  by  frost 
heaves,  water  hydrants  and  mains  need  not  be  protected  from  freezing,  build- 

|  ing  walls  may  be  of  lighter  construction,  heating  plants  of  smaller  capacity. 

Where  the  Greatest  Savings  Can  Be  Effected 

The  1916-17  budget  appropriates  for  the  public  works  activities  under  the 
jurisdiction  of  the  department  of  public  works  the  sum  of  $2,529,263.  Of 
this  amount,  $523,000  is  set  aside  for  improvements  to  land  and  buildings  for 
the  board  of  education.  Of  the  balance  $2,006,263,  or  more  than  50  per 
cent,  is  expended  in  two  activities — street  cleaning  and  street  reconstruction 
and  repair. 

The  program  of  the  public  works  survey  -was  formulated  with  the  inten- 
tion of  applying  the  greater  part  of  the  time  to  the  operations  where  the 
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most  money  was  being  expended  and  the  biggest  opportunities  existed,  in  all  j 
probabilities  for  securing  savings.     To  this  end  the  analyses  of  costs  and  the 
development  of  the  discussion  of  the  details  of  administration  and  organiza- 
tion have  been  carried  to  much  greater  length  for  the  bureaus  of  street  clean- 
ing and  street  repairs  than  for  the  other  divisions  of  the  department. 

General  Interpretation  of  Present  Conditions 

The  purpose   of  the   survey   of  the   city   and   county   government   was   to  j 
point  the  way  for  securing  greater  efficienc,y  in  administration.     Greater  effi- 
ciency may  mean  either  the  saving  of  money  or  the  betterment  and  increasing 
of  the  service — or  both. 

In  the  department  of  public  works  the  securing  of  ultimate  efficiency  and 
economy  in  administration  must  be  predicated  upon  both  a  saving  in  money 
and  an  improvement  in  the  service.  The  appropriations  to  the  bureau  of 
street  cleaning  are  certainly  not  above  the  average  but  would  no  doubt 
suffice  if  the  quality  of  service  rendered  per  dollar  of  expenditure  were 
improved.  The  appropriation  to  the  bureau  of  street  repair  could  be  mate- 
rially decreased  with  a  substantial  saving  in  money  if  through  changes  in 
methods,  in  organization  and  in  personnel  requirements,  the  unit  cost  of 
carrying  on  the  work  were  reduced  to  a  plane  approximately  equal  to  the 
cost  of  carrying  on  work  by  contract. 

City  Work  vs.  Contract  Work 

Practically  without  exception  results  of  the  examination  of  the  work 
records  of  the  various  departmental  forces  showed  that  the  cost  of  carrying 
on  work  by  city  labor  exceeded  the  cost  of  carrying  on  work  by  contract.  In 
the  following  pages  of  the  report  cases  are  pointed  out  where  contracts  or 
agreements  now  in  force  betAveen  the  department  of  public  works  and  private 
contractors  if  availed  of  by  the  department  would  result  in  a  material  sav- 
ing. Examples  of  this  may  be  found  in  the  work  of  the  bureau  of  street 
repairs.  In  one  instance  the  cost  of  carrying  on  a  certain  kind  of  street 
repair,  for  which  a  contractual  agreement  is  now  in  force  for  a  similar  kind 
of  work  in  another  division  of  the  department,  showed  that  the  work  done 
by  the  city  gang  was  practically  twice  as  costly  as  the  price  paid  by  the 
private  contractor.  The  same  criticism  has  in  the  past  often  been  raised 
regarding  the  work  of  the  bureau  of  building  repair.  A  weak  organization, 
loose  general  administration  and  high  personal  service  costs  are  primarily 
responsible. 

The  city  cannot  hope  to  compete  with  private  contractors  in  carrying  on 
either  the  maintenance  or  original  construction  of  public  works  until  a  plane 
of  efficiency  comparable  to  that  of  a  contractor's  organization  is  reached.  In 
fact,  in  order  to  make  up  for  the  higher  wages  paid  by  the  city  the  efficiency 
of  the  department  of  public  works  administration  will  have  to  be  higher 
than  the  efficiency  of  the  contractor's  organization. 
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It  is  extremely  doubtful  whether  the  more  slowly  moving  city  organiza- 
tion can  ever  reach  a  degree  of  efficiency  22  per  cent  higher  than  the  con- 
tractor's organization.  Granted  that  the  city  pays  no  more  for  teams  than 
the  contractors  do  and  that  the  pates  paid  for  skilled  and  unskilled  labor  do 
not  excel  the  prevailing  rate— a  fact  which  the  writer  of  this  report  is  not 
willing  to  concede— granted  that  the  general  administration  and  executive 
direction  of  the  city's  work  is  as  capably  handled  as  that  of  the  contract- 
or's—even with  such  ideal  conditions  the  city  forces  will  have  to  make  up  a 
handicap  of  I'll  per  cent  on  labor  costs  to  compensate  for  fifty  days'  pay  dur- 
ing the  year  for  which  no  return  in  work  is  received.  Twenty-six  days  of 
■half-holidays,  twelve  .lays  of  holidays  and  twelve  days  of  vacation  on  all 
wage  schedules  is  a  handicap  almost   impossible  to  overcome. 

Properly  handled  the  same  quality  of  service  can  be  secured  by  the  use  of 
departmental  labor  forces.  From  the  standpoint  of  cost  there  is  no  doubt 
but  that  much  of  the  work  now  carried  on  with  departmental  labor  gangs 
of  the  department  of  public  works  could  be  secured  at  less  expense  by 
contract. 


Organization 


Principal  Changes  Recommended 

A  graphic  representation  of  the  public  works  departmental  organization 
proposed  for  the  city  and  county  of  San  Francisco  is  portrayed  in  a  chart 
attached  to  this  report.     The  principal  changes  recommended  are: 

1 — The  elimination  of  the  board  of  public  works  and  the  substitution 
therefor  of  one  paid  commissioner; 

2 — The  establishment  of  a  functional  bureau  organization; 

3 — The  abolition  of  the  present  bureau  of  streets ; 

4 — The  establishment  of  a  bureau  of  water  looking  towards  the  time 
when  the  Hetch  Hetchy  water  supply  will  be  available  for  general 
city  use ; 

5 — The  transfer  to  the  department  of  public  works  of  the  operation  and 
maintenance  of  the  high  pressure  system  by  making  it  a  subdivi- 
sion of  the  proposed  bureau  of  water; 

6 — The  consolidation  of  the  bureau  of  architecture  and  the  bureau  of 
building  repair ; 

7 — The  establishment  of  a  bureau  of  sewers; 

8 — The  consolidation  of  all  work  of  fiscal  administration  under  the  direc- 
tion of  a  fiscal  deputy  commissioner  of  public  works ; 

9 — The  blending  of  the  technical  engineering  administration  with  the 
line  activities  of  the  department  of  public  works; 

10 — The  placing  of  the  chief  engineer  in  the  position  of  general  engineer- 
ing executive  over  all  engineering  activities  of  the  department ; 

11 — The  establishment  of  a  central  repair  shop  and  municipal  garage; 
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12 — The  establishment  of  a  bureau  of  street  cleaning  and  sanitation  to  be 
responsible  for — 

a — The  cleaning  of  streets; 

b — The  collection  and  disposal  of  garbage ; 

13 — The  transfer  to  the  bureau  of  building  inspection  of  the  electrical 

inspection  work  now  carried  on  by  the  department  of  electricity  and 

•  the  inclusion  within  the  jurisdiction  of  this  bureau  of  control  over 

plumbing  installation,  a  duty  now  assigned  to  the  health  department; 

14 — The    segregation    of    the    financial    administration    of    the    municipal 

railways  from  the  engineering  administration; 
15 — The  establishment  of  two  revenue  controlling  bureaus — 
a — The  bureau  of  municipal  railways  revenue ; 
b — The  bureau  of  water    revenue     (both    under    the    control    of 
financial  registrars). 

The  proposed  organization  has  been  developed  with  the  idea  of  the  future 
growth  of  the  public  works  and  utilities  activities  of  the  city  well  in  mind. 
It  is  conceded  that  the  present  charter  provisions  Avhich  control  the  carrying 
on  of  the  various  public  works  activities  of  the  city  and  county  are  imperfect. 
Certain  badly  needed  changes  in  organization  will  require  charter  amend- 
ments. It  is  the  purpose  of  the  organization  sections  of  this  report  to  out- 
line a  public  works  departmental  organization  which  will  satisfy  the  future 
as  well  as  the  present  needs  of  the  city. 

New  Units  Proposed 

It  will  be  noted  that  the  attached  chart  includes  certain  entirely  new 
units.  These  are:  the  bureau  of  water,  the  bureau  of  water  revenues,  and 
the  bureau  of  municipal  railways  revenues.  Provision  for  these  suborganiza- 
tion  units  should  be  made  in  any  proposed  reorganization  plan.  The  present 
needs  of  the  department  will  not  require  the  filling  of  the  executive  positions 
nor  will  it  be  necessary  to  appoint  an  administrative  personnel  for  a  number 
of  years. 

Principles  Followed  in  Developing  Proposed  Reorganization 

The  principle  upon  which  the  proposed  organization  plan  has  been  devel- 
oped may  be  briefly  summarized  as  follows : 

1 — Centralization  of  like  activities; 

2 — Strict    definition    of    responsibilit\r    for    carrying    on    particular    kinds 

of  work ; 
3 — A   careful   segregation    of   staff   and    proprietary    activities    from    line 

activities ; 
4 — The  use   of  technically  trained   engineers  and   accounting  officers  as 

supervisory  executives. 
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The  Result,  a  Unified  Department 

The  result  would  mean  a  unified  department  where  the  work  of  one 
functional  activity  would  not  conflict  with  the  work  of  another,  where  the 
best  engineering  advice  would  be  available  for  all  line  divisions,  where 
responsibility  for  failure  and  credit  for  successful  administration  could  be 
strictly  ami  accurately  allocated  to  a  responsible  executive.  The  greatest 
organization  difficulty  in  the  present  organization  of  the  department  of  public 
'works  comes  from  the  fact  that  there  is,  in  fact,  no  departmental  organiza- 
tion. The  present  organization  consists  of  a  number  of  loosely  connected, 
independent  suborganization  units.  There  is  no  co-ordination  of  effort,  no 
general  program  and  no  effective  co-operation  in  carrying  on  the  work. 

It  is  not  unusual  to  find  this  situation  existing  in  a  department  of  public 
iworks  administered  by  a  board  of  public  works.  No  matter  how  good  the 
personnel,  the  experience  of  cities  has  proved  that  a  board  of  public  works 
administration  results  in  loose  administration.  At  times  boards  of  public 
works  have  delegated  to  individual  members  supervision  over  particular 
activities  within  the  department.  This  has  been  done  by  the  present  board 
of  public  works  in  San  Francisco.  The  result  in  San  Francisco  is  no  differ- 
ent from  the  result  which  has  been  obtained  in  many  other  cities. 

Present  Control  by  a  Board  Leads  to 
Lack  of  Responsibility 

Whichever  member  of  the  board  is  the  most  approachable  on  any  subject, 
—whether  it  be  the  undertaking  of  work,  the  stopping  of  work,  the  hiring 
of  an   employee,   the   discharging   of   an   employee,    etc., — is   approached   by 
^subordinate   executives   in   order   to   procure   authority   for  carrying  out   their 
desires.     The  board's  official  administrative  acts,— those  acts  which  are  de- 
fined by  charter  and  ordinance  provisions, — are  carried  on  by  united  action. 
In  most  cases  this  action  shows  a  complete  meeting  of  minds  in  the  unani- 
nmoiis  vote  appended  to  the  resolution.     In  the  matters  of  ordinary  routine, 
'hoAvever,  there  is  no  unity  of  action.     Continually,  questions  of  current  ad- 
ministration are  delayed  or  hastened  in  order  that  the  member  of  the  board 
i  most  agreeable  to  the  proposal  may  be  reached  for  decision.     Many  times 
I  decisions  given  by  one  member  are  questioned,  although  seldom  overturned 
by  the  board  as  a  whole.     In  many  other  instances,  and  in  this  class  fall  the 
greatest   majority   of   the   cases,    matters   of   administration   which   should   be 
decided  by  the  ultimately  responsible  body,  at  present  the  board  of  public 
works,  are  decided  by  the  subordinate  executives,  many  of  whom  are  in  a 
better  position  to  shift  responsibility  in  case  of  criticism  or  failure,  than  the 
board  of  public  works. 
Abolition  of  Board  of  Public  Works  Recommended 

Neither  time  nor  space  is  available  for  discussing  at  length  the  compara- 
tive advantages  of  the  proposed  organization  and  the  disadvantages  of  the 
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existing  organization  of  the  department  of  public  works.  The  propose 
organization  is  based  not  on  opinion,  but  on  experience.  In  recommending 
the  abolition  of  the  board  of  public  works  the  report  capitalizes  the  expe- 
rience of  practically  all  of  the  larger  cities  in  the  United  States.  A  board 
organization  for  carrying  on  the  administration  of  a  department  of  public 
works  has  been  tried  repeatedly  and  invariably  found  wanting.  Too  much 
opportunity  exists  for  shifting  responsibility. 

Substance  of  Law  Creating  Board  of  Public  Works: 

Article  VI,  Chapter  I,  Section  1,  of  the  charter,  provides  for  the  organi- 
zation of  the  board  of  public  works  and  the  appointment  of  three  commis- 
sioners.    Its  general  terms  may  be  summarized  as  follows : 

1 — There  shall  be  established  a  department  of  public  works; 

2 — It  shall  be  under  the  management  of  three  commissioners  who   shall 

constitute  the  board  of  public  works; 
3 — The  commissioners  shall  be  appointed  by  the  mayor  for  overlapping 

terms  of  three  years; 
4 — The  commissioners  shall  devote  full  time,  during  official  business  hours, 

to  the  duties  of  the  office ; 
5 — Not  more  that  one  commissioner  shall  at  any  one  time  belong  to  the 

same  political  party; 
6 — No  person  shall  be  appointed  commissioner  who  has  not  prior  thereto 

been  an  elector  of  the  city  and  county  for  a  period  of  five  years ; 
7 — Each  commissioner  shall  receive  an  annual  salary  of  $4,000. 

Restrictions  Indicate  Lack  of  Confidence: 

The  principle  which  supports  these  charter  provisions  is  the  old  theory 
of  checks  and  balances;  a  theory  which  was  first  developed  and  woven  intj 
the  laws  of  the  various  municipalities  in  order  to  prevent  malfeasance  anc 
misfeasance  in  office.  Provisions  of  this  nature  permeate  the  entire  fabri 
of  the  country's  municipal  and  state  legislation.  They  are  indicative  of  ai 
utter  lack  of  confidence  in  government.  Their  effect  is  not  a  cure  but  a 
palliative. 

Citizen  confidence  in  government  will  never  be  secured  until  executivel 
responsibility  is  developed  to  such  a  degree  that  it  will  be  possible  for  the; 
people  to  allocate  to  a  few  individuals  either  responsibility  for  failure  orj 
credit  for  successful  administration. 

In  a  city  government  the  mayor  is  presumably  the  responsible  executive 
yet  the   restrictions   which   surround  the   mayor   in   appointing   a   board 
public  works  make  it  unfair  to  hold  the  mayor  responsible  for  the  acts 
an  administrative   board,   the   personnel   of  which   during  the  first   year 
administration  may  hold  a  majority  vote  against  him. 
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Head  of  the  Department  Should  Be  Responsible  to  Mayor 

A  few  years  ago  a  charter  amendment  proposing  the  elimination  of  the 
board  of  public  works  and  the  substitution  therefor  of  a  single  commissioner, 
it  a  salary  of  $15,000  per  year,  was  submitted  to  the  people  and  decisively 
iefeated.  According  to  the  statements  of  certain  of  the  city  officials,  one  of 
the  principal  causes  lor  the  defeat  of  this  proposed  amendment  was  that  the 
position  of  commissioner  of  public  works  was  to  be  limited  to  technically 
trained  engineers.  Present  day  thinking  supports  the  conviction  that  in  the 
■election  of  the  general  administrator  of  a  department  of  public  works, 
ippointments  should  not  be  restricted  to  the  members  of  a  single  technical 
profession.  It  will  be  noted  that  the  proposed  organization  chart  definitely 
segregates  the  general  administration  from  fiscal  and  engineering  admin- 
stration. 

The  commissioner  of  public  works  should  be  appointed  and  removable 
it  will  by  the  mayor.  His  should  be  an  appointive  position  of  "the  admin- 
stration" — the  public  works'  representative  in  the  mayor's  cabinet. 

In  recommending  the  establishment  of  a  single  commissioner  of  public 
forks  with  no  restrictions  over  appointment,  and  in  recommending  at  the 
.ame  time  the  establishment  of  two  executive  deputy  positions,  the  report 
ecognizes  the  difference  betwTeen  general  administration  and  technical  ad- 
ninist ration.  The  position  of  commissioner  of  public  works  should  be  minis- 
erial.  The  commissioner  of  public  works  should  be  a  member  of  the  mayor's 
abinet  responsible  to  the  mayor  and  to  no  one  else  for  his  acts.  He  should 
>e  the  secretary  of  works,  the  vice-mayor  for  works,  the  mayor's  alter  ego 
"or  the  public  works  group  of  activities.  The  term  of  office  should  be  coin- 
ideiit  with  the  term  of  the  mayor. 

)eputies  Should  Have  Continuing  Tenure 

The  two  deputy  positions  should,  on  the  other  hand,  be  places  of  continu- 
ug  employment.  Appointments  should  be  made  for  indefinite  terms  and 
enure  in  office  should  continue  during  good  behavior  and  effective  service, 
'he  subordinate  personnel  of  the  department  is  already  protected  through 
he  terms  of  the  civil  service  law  and  rules  and  regulations  of  the  com- 
nssion. 

'resent  Theory  and  Practice  of  Administration  Unsound 

There  is  a  great  difference  between  problems  of  general  city  policy  and 
eneral  administration,  and  problems  of  departmental  policy  and  technical 
dministration.  The  theory  of  the  present  charter  provisions  is  unsound, 
'hat  the  practice  is  unsound  is  obvious  from  an  appraisal  of  results  which 
ave  been  secured  under  the  administrative  organization  provided  by  the 
resent  law. 

It  is  invariably  assumed  in  business  organization  that  as  the  responsibil- 
ies  of  an  executive  increase,  the  personal  abilities  of  the  appointees  increase 


526  San  Francisco 

in  like  proportion.  There  in  turn  follows  a  corresponding  increase  in  salary. 
In  private  business  it  is  not  unfair  to  assume  that  the  measure  of  a  man's 
ability  as  an  executive  is  directly  proportionate  to  the  compensation  received. 

Subordinates  Receive  Larger  Salaries  Than  Commissioners 

The  members  of  the  board   of  public  works  receive   a   compensation   oi 
$4,000  per  year.    The  term  of  appointment  is  for  a  period  of  three  years  and! 
tenure  in  office  is  uncertain.     Each  commissioner  is  required  by  law  to  givei 
full-time  serice.     The  positions  carry  a  certain  recognized  standing,  but  the! 
honor  which  comes  from  election  to  office,  no  matter  how  small  the  position, 
never  surrounds  the  office  of  an  appointed  executive.     The  chief  engineer  of 
the  department  of  public  works  receives  a  salary  nearly  four  times  as  great 
as  any  one  of  the   commissioners,   yet  the   chief  engineer  is  a    subordinate 
officer  of  this  board.     Until    recently   the   deputy  city  engineer   received  al 
greater  salary  than  the  commissioners  of  public  works.     The  superintendent 
of  the  municipal  railways  receives  a  larger  salary. 

But  aside  from  these  positions,  comparisons  between  the  salaries  paid  tc 
subordinate  executives  and  to  the  commissioners  of  public  works  are  unfavl 
orable  to  the  commissioners.  Is  it  not  reasonable  to  assume  that  the  salaru 
of  $3,600  paid  to  the  chief  bookkeeper,  who  holds  a  position  where  appoint 
ment  is  for  an  indefinite  term  and  who  is  protected  under  the  rules  anc 
regulations  of  the  civil  service  commission,  is  equal,  if  not  greater  in  rea 
return,  than  $4,000  per  year  for  the  position  of  commissioner  of  public  work 
where  tenure  in  office  is  so  very  uncertain?  Similarly,  there  is  little  doub 
that  the  average  individual,  if  permitted  to  choose,  would  elect  the  position  o 
chief  building  inspector  at  $3,900  per  year,  superintendent  of  highways  a 
$3,300  per  year,  assistant  city  engineer  at  $3,900  per  year,  assistant  fit; 
engineer  at  $3,600  per  year,  etc..  etc.,  in  preference  to  the  position  of  com 
missioner  of  public  works  at  $4,000  per  year. 

Without  reference  to  personal  qualifications  or  individual  ability  wit 
which  this  report  is  not  in  any  way  concerned,  it  is  submitted  that  subordi 
nate  employees  in  positions  which  they  would  rather  hold  than  that  of  th 
position  of  commissioner,  will  have  less  respect 'for  the  commissioners  tha 
any  subordinate  officer  should  have  for  his  immediate  superior. 


General   Office 


The  general  office  of  the  board  of  public  works  is  under  the  imnicdiai 
direction  of  a  secretary  and  chief  deputy.  The  work  performed  includes  tl 
receipt  and  filing  of  correspondence ;  the  preparation  of  proceedings  to  1 
placed  before  the  board  of  public  works  for  action  and  the  recording  of  tl 
transactions  of  the  board. 

It  was  apparent  from  the  inspection  of  the  work  of  this  office  that  co 
siderable  improvement  in  working  methods  had  recently  been  effected,  pa 
ticularly  in  recording  the  proceedings  of  the  board.     The  work  is  essential 
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secretarial  in  its  nature  and  consequently  any  system  or  procedure  must  neces- 
sarily !>c  molded  around  the  personal  desires  of  the  members  of  the  board. 
An  administrative  officer  or  commissioner  who  transacts  a  large  part  of  his 
business  by  correspondence  will  require  more  stenographic  service  than  one 
who  has  an  antipathy  to  letter  writing.  Similarly,  the  amount  of  clerical 
work  necessary  to  record,  file  and  index  the  proceedings  of  the  board  depends 
ipon  the  character  and  quantity  of  such  proceedings. 

The  Handling  of  Complaints 

Two  particulars  in  the  procedure  of  the  organization  did,  however,  seem 
;o  warrant  comment.  These  arc  the  handling  of  "complaints"  and  the  use  and 
Availability  of  police  reports.  The  word  "complaints"  is  not  well  adapted  to 
describe  the  kind  of  communications  which  the  department  of  public  works 
I  receives  from  other  city  depart  incuts,  public  officials  and  citizens.  The  number 
)f  these  "complaints"  received  cannot  safely  be  used  to  measure  the  efficiency 
if  the  department.  The  department  should  welcome  and  encourage  "com- 
plaints," which  should  be  regarded  as  valuable  information. 

One  of  the  greatest  difficulties  in  the  administration  of  the  department  of 
public  works  is  the  getting  into  the  office  of  information  regarding  defective 
conditions  in  the  field.  This  information  can  come  through  the  regularly  con- 
itituted  inspection  forces,  from  the  police  department  or  other  city  depart- 
nents,  or  from  citizens,  and  the  communications  which  carry  such  information 
ire  usually  called  "complaints."  A  department  which  seeks  to  reduce  the 
lumber  of  "complaints"  is  cutting  off  one  valuable  source  of  information. 

It  is  recommended  that  the  board  of  public  works  establish,  in  the  office  of 

|,he  secretary  and  chief  deputy  commissioner,  a  "complaint  bureau"  and  that 

|m  effort  be  made  to  increase  the  number  of  so-called  "complaints"  received. 

»Vitli  such  an  organization  a  more  careful  control  over  the  process  of  satisfying 

omplaints  through  administrative  action  would  be  desirable. 

It  is  suggested  that  every  complaint  received  in  the  department  of  public 
vorks,  whether  at  the  corporation  yard  or  in  the  main  office,  whether  by  tele- 
)hone  or  by  mail,  be  registered  in  such  a  way  that  a  transcript  of  the  advice 
o  the  bureau  to  investigate  the  condition  reported  would  be  available  for  filing 
n  the  office  of  the  secretary. 

It  is  further  recommended  that  all  complaints  received  be  passed  over  the 
lesk  of  the  secretary  and  that  upon  reference  to  various  divisions,  by  the 
tureau,  for  action  or  report,  a  tickler  control  be  maintained,  so  that  the 
arrying  out  of  the  required  action  or  the  returning  of  the  required  report, 
nay  be  issued  within  a  specified  time. 

5olice  Reports 

According  to  the  present  practice  police  officers  who,  during  the  course  of 
heir  patrol,  notice  defective  conditions  in  the  streets  or  sidewalks,  report 
hese  conditions  to  their  superior  officers.  The  reports  are  forwarded  to  the 
entral  office  of  the  police  department  where  they  are  again  transcribed  and 
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forwarded,  over  the  signature  of  the  secretary  or  chief,  to  the  board  of  pub 
works.  Upon  receipt  in  the  office  of  the  board  of  public  works,  the  comraunica 
tion  from  the  police  department  is  first  acknowledged  and  the  reports  of 
defective  conditions  are  then,  in  turn,  transcribed  again,  according  to  the 
classes  of  work,  and  forwarded  to  the  various  divisions — street  repairs,  sewer 
cleaning  and  repairs,  etc. — for  action. 

The  drag  in  such  a  procedure  is  obvious.  In  addition,  the  frequent  transcrip- 
tions of  the  inspection  of  the  original  report  of  the  police  officer  not  only  entail 
a  wholly  unnecessary  -  clerical  expense,  but  afford  frequent  opportunity  for 
errors  in  copying. 

What  is  needed  is  the  installation  of  a  system  of  report  forms  whereby  the 
reports  made  out  by  the  police  officers  will  be  transmitted  directly  to  the  board 
of  public  works  and  from  there,  in  turn,  transmitted  to  the  division  responsible! 
for  the  correction  of  the  defective  condition.  There  is  no  need  for  the  con- 
tinued recording  of  these  complaints  in  the  police  department  and  in  the  board 
of  public  works.  Details,  under  such  conditions,  are  bound  to  arise  and  details- 
in  any  inspection  procedure  of  which  these  police  complaints  are  a  part,  reduce 
materially  the  value  of  the  information. 

Preparation  of  Forms  and  Manual  Recommended 

It  is  recommended  that  the  board  of  public  works  prepare  reporting  forms 
for  the  police  officers;  that  these  forms  be  so  drawn  that  they  can  be  trans; 
mitted  directly  to  the  office  of  the  department ;  and  that  the  police  officers  b<| 
instructed  not  to  report  more  than  one  kind  of  a  defective  condition  in  any  omj 
report.  There  should  also  be  prepared  for  the  police  officers  a  sample  manua 
pointing  out  the  conditions  about  which  the  department  of  public  works  need 
current  information  and  concerning  which  the  police  officers  are  capable  o 
reporting. 

Special  Topics 

Certain  of  the  disassociated  activities  of  the  department  and  other  specia 
activities  which  are  general  to  various  bureaus  and  divisions  have  been  gronpen 
together  under  the  heading  "Special  Topics." 

Daily  Work  Reports 

As  one  effective  means  of  securing  administrative  control  over  field  oper?| 
tions  of  the  board  of  public  works  there  has  been  installed  a  procedure  of  daillj 
work  reports.  These  reports  prepared  by  the  heads  of  the  various  field  operaij 
ing  divisions,  street  repair,  street  cleaning,  sewer  cleaning  and  repair,  etci 
show  the  location  of  gangs,  the  personnel  of  gangs  and  the  location  of  worj 
to  be  done  on  any  particular  day.  Copies  of  these  reports  are  placed  on  tli 
desks  of  each  of  the  commissioners  and  a  copy  filed  with  the  committee  o 
streets  of  the  board  of  supervisors. 

The  tabulation  of  the  street  cleaning  force  showing  the  variation  in   tl 
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number  of  teams  in  proportion  to  the  number  of  men  was  prepared  directly 
from  the  information  contained  in  these  daily  work  reports.  The  plan  is  valua- 
ble and  effective.  Some  of  the  information,  such  as  that  shown  in  the  street 
[cleaning  report,  would  be  more  effective  if  currently  recapitulated  in  order  to 
facilitate  daily  comparisons  of  details. 

Office  Layout 

The  offices  of  the  board  of  public  works  in  the  new  City  Hall  offer  every 
facility  for  developing  efficient  and  economical  administration.  Too  often  in 
the  history  of  the  development  of  public  works  departments  have  these  depart- 
ments been  limited  by  poor  office  and  plant  equipment. 

The  board  of  public  works  in  San  Francisco  is  indeed  well  housed.  The 
rooms  are  well  laid  out  and  there  is  an  abundance  of  space.  The  only  division 
having  offices  in  the  city  hall  which  is  in  any  sense  cramped  is  the  bureau  of 
engineering. 

Pneumatic  Tubes 

The  department  is  fortunate  in  having  available  for  use  a  pneumatic  tube 
message  and  document  carrier  with  central  station  in  the  general  office. 
Such  a  device  makes  possible  the  development  of  a  more  closely  interlocking 
accounting  and  recording  procedure,  particularly  relating  to  the  issuance  and 
control  of  the  permits,  than  would  be  possible  were  the  offices  not  so  connected. 

These  tubes  could  be  used  to  save  the  time  of  citizens  applying  for 
permits. 

Uontinuing  Contracts 

There  are  a  number  of  instances  in  the  department  of  works  procedure 
.vhere  continuing  contracts  for  service  or  supplies  are  in  existence.  This 
ncludes  among  others  the  following  contracts  and  agreements: 

Contract  for  replacement  of  pavements  over  side  sewer  trenches  and 

other  permitted  trenches  (P.  J.  Gartland)  ; 
Contract    (agreement)    for  asphaltic   cement  filler    (Fay  Improvement 

Co.); 
Contract  (agreement)  for  dumping  street  cleaning  refuse  and  debris — 
a — With  the  Holland   Construction   Co.; 
b — With  the  Debris  Disposal  Co. 

All  contracts  of  this  nature  should  be  readvertised  and  reawarded  at  least 
>nce  every  fiscal  year.  The  practice  of  continuing  line  item  bid  contracts 
>ermits  the  continuing  of  high  priced  contracts  indefinitely  without  having 
he  fairness  of  the  price  determined  through  occasional  receipt  of  competi- 
ive  bids  for  the  same  items. 

It  is  recommended  that  the  board  of  public  works  establish  as  one  of  the 
ules  of  procedure  that  all  contracts  for  services  be  let  for  a  period  not 
xeeeding  one  year,  except  in  those  cases,  such  as  public  lighting  where  the 
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undertaking  of  the  contract  requires  a  large  capital  outlay  on  the  part  of  the 
contractor.  In  any  event  every  contract  entered  into  whether  for  services, 
supplies  or  materials  should  carry  with  it  a  maximum  time  limit,  specifying 
therein  a  particular  date  at  which  time  prices  shall  be  readjusted  either 
through  adjustment  of  the  prices  of  the  contract  then  in  force  or  the  ter- 
mination of  the  contract  itself. 

Paving  Program 

Construction  and  maintenance  of  street  pavements  is  a  continuing  prob 
lem.  The  provision  of  adequate  transportation  facilities,  the  development  of 
main  arteries  of  travel,  the  improvement  of  unimproved  streets,  the  recon- 
struction of  light  traffic  pavements  to  meet  heavy  traffic  needs,  and  the  many 
other  problems  of  highways  administration  cannot  be  undertaken  and  com- 
pleted in  any  one  fiscal  year.  A  highways  program  requires  an  interlocking 
of  construction  and  maintenance  work  from  year  to  year,  hence  it  is  desir- 
able that  a  paving  program  be  prepared  which  will  not  be  confined  to  th( 
operations  of  one  fiscal  year. 

In  San  Francisco,  two  organizations  exercise  partial  control  over  the  dis 
tribution  of  paving  money —the  board  of  supervisors,  through   the   media  o: 
special  appropriations,  and  the  board  of  public  works,  through  the  apportion 
ment  of  general   appropriations.     The   exclusion   of  definite   specifications  o 
particular    localities    for    pavement    reconstruction    work    in    the    1916-191'j 
budget  is  a  step  in  the  right  direction.     The  board  of  public  works  shouh 
within  the  limitations  of  reasonable  restrictions  be  given  the  right  to  deter 
mine  location  of  reconstruction  work.     This  is  a  problem  of  administration 
and  one  which  requires  complete  knowledge  of  the  paving  needs  of  the  cit; 
rather  than  specialized  knowledge  of  the  particular  needs  of  any  one  locality] 
Pressure  of  every  sort  is  brought  to  bear  upon  the  administration  of  ever! 
public  works  department  to  secure  the  allotment  of  pavement  money  to  pan 
ticular  localities  throughout  the  city.     Members  of  the  local  legislative  bod} 
real  estate  operators,  citizens'  associations,  improvement  clubs,  etc.,  all  cor 
tinually  are  pressing  upon  the  public   works  officials  the   need   for  allottin 
pavement  reconstruction  funds  to  particular  localities.     The  apportionment  c 
pavement  money   is  one   of  the  most   difficult   administrative   problems   wit 
which   a  board  of  public   works  or  a  commissioner   of  public   works   has  tlj 
contend. 

A  paving  program   looking  towards   future   construction   and   reconstrm 
tion  work   for   a  period   of  not   less  than   three   or   preferably  five   years  i 
advance  has  proved  in  other  communities  to  be  a  distinct  help  in  the  develoj) 
ment  of  an   effective   and  equitable   distribution   of  appropriations    for   coil] 
struction  and  reconstruction  of  street  pavements. 

A  serious  difficulty  in  the  administration  of  the  field  forces  of  a  highwa; 
maintenance  division  comes  from  the  fact  that  a  change  in  the  location  <J 
work  to  be  done  at  a  particular  time  may  require  a  fundamental  change  if 
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personnel  and  hauling  equipment.  The  substitution  of  a  short  haul  job  for  a 
long  haul  job  necessarily  decreases  the  number  of  teams  required  and  vice 
yersa.  The  substitution  of  a  basalt  block  reconstruction  job  for  an  asphalt 
•econstruction  job  requires  an  adjustment  in  the  number  of  various  classes 
>f  skilled  labor  required.  Frequent  changes  in  the  selection  of  work  to  be 
ione  make  it  impossible  to  secure  the  utmost  economy  in  the  handling  of  the 
personnel  of  the  street  repair  department.  The  object  of  planning  far  in 
idvanee  is  to  obviate  the  necessity  for  frequent  and  unexpected  changes  in 
■vorking  locations. 

Preparation  of  Paving  Program  Recommended 

It  is  recommended  that  the  board  of  public  works  prepare  a  paving  pro- 
gram which  will  defimtize  future  pavement  appropriations,  that  such  a 
orogram  contain  not  only  estimates  of  cost,  but  estimates  of  the  time  when 
he  work  should  be  undertaken  and  that,  when  once  prepared,  the  program 
>e  adhered  to. 

Central  Repair  Shop 

Recent  organization  developments  in  many  of  the  larger  cities  have 
ended  toward  the  consolidation  of  all  departmental  repair  shops.  The  desire 
o  obtain  economy  in  the  handling  of  repairs  to  equipment  and  tools  has 
peen  responsible  for  this  change.  Of  the  Coast  cities,  both  Portland  and  Los 
Vngeles  have  undertaken  the  centralization  of  parts  of  their  repair  forces. 
V  recent  legislative  amendment  to  the  charter  of  the  City  of  New  York  pro- 
dding for  a  new  department  of  plant  and  structures  was  intended  to  make 
)0ssible  the  centralization  of  the  repair  shops  of  that  city.  Milwaukee,  Den- 
er  and  a  number  of  the  smaller  eastern  and  middle  western  cities  have  been 
tperating  central  repair  shops  for  some  time.  The  city  of  San  Francisco  has 
it  the  present  time  a  number  of  independently  operated  repair  shops.  The 
:orporation  yard  of  the  fire  department,  the  street  cleaning  equipment  repair 
livision,  the  yard  forces  of  the  bureau  of  street  repairs,  and  others  are 
•ngaged  at  the  present  time  in  making  repairs  to  tools  and  equipment.  A 
>art  of  the  force  of  the  park  department  is  also  engaged  in  this  work. 

The  centralization  of  these  forces  under  the  supervision  of  a  competent 
I  ueehanical  superintendent  would  result  in  an  economy  and  at  the  same  time 
ncrease  the  effectiveness  of  the  work.  The  greatest  administrative  difficulty 
n  the  handling  of  a  repair  shop  is  the  organization  of  the  work  so  that  wait- 
ng  time  will  be  reduced  to  a  minimum.  The  use  of  repair  forces  in  the 
;onstruction  of  new  equipment  as  waiting  time  assignments  has  almost 
nvariably  proved  to  be  a  complete  failure,  judged  from  the  standpoint  of 
•conomy.  The  amalgamation  of  the  repair  work  of  the  city  has  a  tendency 
o  eliminate  the  irregular  peak  loads  which  invariably  arise  when  the  repair 
vork  is  confined  to  the  work  of  one  department. 
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It  is  rceommended  that  a  special  study  be  made  of  the  work  of  the  vari 
mechanical  repair  forces  of  the  city  in  order  to  determine  the  exact  extent 
the  city's  requirements  in  this  line. 


Municipal  Garage 

Little  provision  is  now  made  by  the  city  for  storing  and  caring  for  tlj 
motorized  equipment   of  the  various  departments.     The   only   approach   t( 
municipal  garage  is  at  the  corporation  yard,  where  the  motor  trucks  of 
bureau  of  street  repairs  and  the   motor  flusher  and  machine  broom  of 
bureau   of   street   cleaning,   together   with   a    few    of   the    department's   ai 
mobiles,  are  stored  in  sheds. 

The  various  sections  of  this  report  have  recommended  a  substantial 
crease  in  the  motorized  equipment  of  the  various  operating  divisions  of 
department  of  public  works,  with  a  corresponding  decrease  in  the  numl 
of  horses  and  carts  employed.     Any  increase  in  the  motor  equipment  of 
city  will  in  turn  increase  the  problem  of  care  and  maintenance. 

It   is  recommended   that   as   a   part   of  the    proposed    central  repair   si 
there  be  established  a  municipal  garage  equipped,  both  as  to  personnel 
storage  facilities,  for  the  maintenance  and  care  of  the  motorized  equipmt 
of  the  city. 

Night  Emergency  Forces 

Sewer  breaks,  cave-ins,  street  obstructions,  etc.,  which  often  occur  5 
night,  require  immediate  attention.  For  this  purpose  various  employees  < 
the  department  of  public  works  are  on  call.  Night  watchmen  are  maintain! 
at  the  various  yards;  sewer  repairers,  assistant  engineers,  inspectors  and  oth 
employees  are  on  call  by  telephone.  During  a  part  of  the  night  a  numb« 
of  the  employees  of  the  bureau  of  street  cleaning  are  on  regular  assignmer 
There  is  no  reason  why  all  of  the  night  emergency  work  of  the  departing 
of  public  works,  including  the  emergency  work  of  the  high  pressure  systei 
could  not  be  handled  by  one  central  emergency  crew.  This  emergency  ere1 
should  be  provided  with  a  motor  truck,  equipped  with  tools  and  materia 
for  making  emergency  repairs  where  needed.  The  headquarters  of  the  crej 
should  be  at  some  central  point,  preferably  the  corporation  yard,  and  tl 
crew  should  be  on  call  when  needed.  The  organization  of  such  a  nig' 
emergency  force  would  undoubtedly  decrease  the  amount  of  overtime  charg 
due  to  calling  out  the  regular  force  and  at  the  same  time  provide  a  more  effed 
ive  method  for  answering  emergency  calls.  From  twelve  to  fifteen  meD  a 
employed  on  the  various  night  assignments  from  the  different  bureaus,  i 
eluding  watchmen  and  excluding  the  regular  operating  force  of  the  stre 
cleaning  department.  Through  an  amalgamation  of  the  various  burg 
forces,  this  number  could  undoubtedly  be  reduced  more  than  50  per  cent 
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Too  Many  Night  Watchmen 

The  organization  eharl  of  the  bureaus  of  street  cleaning,  street  repair  and 
ewer  cleaning  and  repair,  show  a  number  of  employees  assigned  to  watchmen's 
luties  at  the  corporation  yards.  The  bureau  of  street  repair  organization  in- 
ludes  three  watchmen  and  one  laborer  assigned  as  ;i  watchman;  the  bureau  of 
treet  cleaning  organization  shows  two  watchmen;  the  bureau  of  sewer  clean- 
up and  repair  shows  two  watchmen;  ;i  total  of  eight  watchmen  assigned  to  the 
orporation  yards.  Tins  situation  is  indicative  of  the  complete  lack  of  co- 
rdination  of  the  various  bureaus  in  the  department  of  public  works.  The 
orporation  yards  grouped  at  Fifteenth  and  Bryant  streets  include  offices  and 
ards  of  the  bureau  of  street  repair,  the  bureau  of  sewer  cleaning  and  repair, 
lie  bureau  of  building  repair  and  the  offices  of  the  storekeeper. 

It  is  certain  that  the  employment  of  four  watchmen,  which  would  be  one- 
alf  of  the  number  now  employed,  would  be  sufficient.  The  fact  that  watchmen 
re  not  permitted  to  work  more  than  eight  hours  would  require  the  employ- 
lent  of  at  least  two.  certainly  not  more  than  three.  It  is  submitted  that  one 
ight  watchman  (per  shift)  could  easily  perform  the  duties  of  watchman  at 
ic  two  yards,  particularly  if  his  work  is  to  be  confined  to  an  eight  hour  work- 
lig  shift. 

It  is  recommended  that  all  watchmen  be  detached  from  the  various  bureau 
a\  rolls  and  that  one  watchman  for  each  night  shift  be  placed  on  the  store- 
eeper"s  roll  to  be  responsible  to  him  for  the  property  at  the  yards. 

Watchmen  at  Pipe  Yard 

The  storage  yard  at  Sixth  and  Hubbell  streets  is  used  for  the  storage  of 
pproximately  half  a  million  dollars'  worth  of  high  pressure  pipes  and  fittings 
ad  the  storage  of  certain  materials  used  by  the  municipal  railway.  At  the 
nie  of  the  survey,  one  hoisting  engineer  and  two  laborer  watchmen  were 
signed  to  this  yard.  The  watchmen  received  $3  per  day  each.  The  hoisting 
igineer  received  $6  per  day. 

.  As  has  been  pointed  out  in  another  section  of  the  report,  the  charging  of 
le  time  of  these  employees  against  the  high  pressure  bond  issue,  as  was  being 
ane  at  the  time  of  the  survey,  should  be  stopped  at  once.  It  is  submitted  that 
hoisting  engineer  for  regular  duty  is  not  needed  at  this  yard.  According  to 
ie  statement  of  the  employees  of  the  yard,  the  traveling  train  had  not  been 
sed  for  over  six  months,  all  told,  not  to  exceed  three  times  during  the  year, 
id  the  steam  had  not  been  up  in  the  boiler  for  over  four  months.  It  would 
i  much  greater  economy  for  the  city  to  build  a  house  for  a  resident  watchman 
id  to  assign  one  additional  employee  as  relief.  In  any  event,  there  is  cer- 
inly  no  need  for  the  continuation  of  a  $6  a  day  hoisting  engineer. 

FINANCIAL  ADMINISTRATION 

Certain    of   the    general   financial    problems    of   the    department    of    public 
orks  require  for  their  consideration  an  understanding  of  the  general  financial 
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procedure  of  the  city.  In  the  first  part  of  this  report  the  general  financ 
procedure  of  the  city,  including  budget  and  purchasing  methods,  has  be 
considered.  The  following  discussion  will  be  confined  to  those  parts  of 
financial  procedure  which  are  of  particular  importance  in  the  department  o 
public  works.  These  are  the  questions  of  a  standard  expense  classifieatior 
budget  estimates,  standard  appropriation  classification,  etc. 

In  General 


Criticism  of  Public  Works  Budget 

In  the  earlier  chapters  of  this  report  dealing  with  the  general  financh 
procedure  of  the  city,  the  question  of  budgetary  procedure  has  been  discussec 
The  report  recommends  the  establishment  of  a  modern  form  of  budget  inclm 
ing  a  standard  classification  by  objects  of  expenditure,  functions  and  characto 
of  expense,  properly  supported  in  the  budget  estimates  by  statements  of  co; 
and  expense  and  work  programs  for  the  fiscal  year  for  which  the  appropriatic 
is  asked.  No  more  striking  example  of  the  need  for  a  standard  classifieatic 
and  revision  of  methods  of  appropriation  can  be  found  than  in  the  budg* 
appropriations  for  the  department  of  public  works. 

In  order  to  present  a  picture  of  the  financial  operations  (tax  levy  I  of  tl 
department  of  public  works  for  the  last  few  years,  an  attempt  was  made 
make  a  schedule  of  the  appropriations  in  comparative  form.  In  the  followii 
paragraph  there  is  presented  a  schedule  of  comparative  appropriation^.  T! 
difficulties  encountered  in  the  preparation  of  this  comparative  tabic  a 
obvious : 

BUDGET  APPROPRIATIONS,   BOARD   OF   PUBLIC   WORKS. 
Regular  Board   of  Public   Works   Appropriations 

1912-13      1913-14      1914-15      1915-16      191C 

General  office    $28,800       $31,500       $31,740       $32,100       $18; 

Bookeeping  department   16,980         22,260         24,840 

Bookkeeping  and  accounting — 

Div.   "A"— General  accounting 25,860 

Div.  "B" — Maintenance  and  repair 15,540         12,3 

Div.  "C"— Storekeeping 3,300         19,860 

Bureau  of  Light  and  Water* 3,780  3,780  3,780 

Building  inspection    25,500         30,900         30,900         30,900         30.JP 

Bureau  of  Streets— Office  and  field 21,300 

Inspection  of  complaints 

Bureau  of  Street   Repairs 25,320 

Building  repairs  and  maintenance 70,536 

Bureau  of  Architecture 34,860 

Sewer  repairs  and  cleaning  (Supt.) 3,000 

General  maintenance — Miscellaneous    . . .     29,920 

Bureau  of  Engineering 76,000 

Garbage  Disposal  Plant,   No.   1 

Relief  various  departments 


17,100 

17,100 

17,100 

17,: 

25,320 

28,260 

15,780 

17,: 

78,360 

79,860 

76,560 

106,' 

26,460 

23,040 

12,480 

12,- 

3,000 

3,000 

3,000 

3,' 

48,180 

50,910 

64,060 

81,' 

110,100 

110,700 

151,040 

123,' 

22,820 

22,820 

4,660 

7,620 

6, 

Total  regular  appropriations $335,996     $419,780     $434,910     $471,900     $465.) 


*In  General  Fund,  Board  of  Supervisors,  1915-16,  1916-17. 
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Appropriations  to  be  Expended  by  the  Board  of  Public  Works  Under  the  Direc- 
tion of  the  Hoard  of  Supervisors  and  in  Some  Cases  Under  the 
Direction   of  the  Board   of  Education. 

1912-13         1913-14         1914-15         1915-16         1916-17 
Paving,     repaying,    grading    and  b        I9lb-17 

repairs  to  streets — Reconstruc- 
tion of  and  repairs  to  sewers 
and  construction  of  and  repairs 
to  public  buildings  and  other 
structures  except  school  build- 
ing*    $1,000,000 

Construction  and  equipment  of 
fire  department,  buildings  and 
purchase  of  lands  for  fire  dept.        95,000 

Reconstruction,  repairs  to  and 
equipment  of  school  depart- 
ment  buildings   and    land 100,000 

Construction  and  equipment  of 
police  department  buildings 
and  for  purchase  of  lands  for 
police   departments    50,000 

Expense,  maintenance  and  clean- 
ing, sweeping  and  sprinkling 
streetst    330,000 

improvement  of  certain  specified 
highways,  parks,  streets,  etc...      250,000 

Potrero  Emergency  Hospital 
equipment     

Central  fire  alarm  station  and 
equipment   75,000  15,000  

Plans,  specifications  and  initial 
construction  of  Juvenile  De- 
tention   Home     50,000  15,000  

Department    of    electricity,    shop 

and  moving    20,000         

■  \ccident      insurance,      city      em- 
ployees      60,000  10,000  5,000 

Esplanade — Ocean  beach 50,000  25,000 

.Vork  in  front  of  city  property? 80,000  30,000 

• 'Extension  municipal  water  works     5,000  5,000 

•  Extension     main     sewers     under 

contract    100,000  100,000 

toiler — Relief  Home 12,000  1,500 

Total  appropriations  to  be 
expended  under  direction 
Supervisors     $1,825,000     $2,068,000     $2,171,500     $2,039,600     $2,063,975 


$1,150,000 

$1,150,000 

$487,800 

$816,035 

95,000 

95,000 

90,000 

50,000 

100,000 

200,000 

377,600 

523,000 

34,800 

37,000 

350,000 

360,000 

356,400 

356,325 

280,000 

221,500 

421,000 

115,115 

18,000 

Total  regular  appropriations    $335,996        $419,780        $434,910        $471,900        $465,288 
Total  other  appropriations..   1,825,000       2,068,000       2,171,500       2,039,600       2,063,975 


$2,160,996     $2,487,780     $2,606,410     $2,511,500     $2,529,263 


*1915-16  and  1916-17,  streets  and  sewers  only. 

fl915-16,  1916-17,  police,  fire  and  municipal. 

±1915-16  include  equipment  $6,000. 

§Repairs  to  streets  and  buildings,  etc.,  1916-17,  city  property  only. 

mpossible  to  Obtain  Useful  Comparisons 

Every  year  since  the  fiscal  year  1912-1913,  the  details  of  appropriations 
lave  been  so  varied  that  an  easy  comparison  of  appropriated  amounts  is  im- 
possible. Through  grouping  and  subdividing  various  amounts  it  has  been 
possible  to  prepare   a   table  which   in   a  very  meagre  way  makes   possible   a 
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determination  of  appropriation  increases  and  decreases  by  various  function; 
and  activities.  It  will  be  noted,  however,  that  more  than  half  of  the  tota 
amount  of  money  appropriated  during  the  first  three  fiscal  years  included  01 
the  schedule  had  to  be  grouped  in  one  lump  sum  under  the  heading  "Paving 
repaving,  grading  and  repair  to  streets — reconstruction  and  repairs  to  sewer 
and  construction  and  repairs  to  public  buildings  and  other  structures  excep 
school  buildings,"  with  the  appended  note  "'That  in  1915-1916  and  1916-1' 
the  appropriation  amount  listed  is  for  streets  and  sewers  only.'"  Such  com 
parisons  are  practically  worthless.  The  fact  that  no  intelligible  comparison 
of  appropriation  amounts  could  be  assembled  is  in  itself  sufficient  indictmen 
of  the  present  budgetary  practice  to  warrant  a  demand  by  citizens  and  official 
for  an  immediate  change  and  the  introduction  of  standard  appropriation  am 
budget  estimate  methods. 

The  One-Twelfth  Monthly  Restriction  of  Appropriations  Criticised 

In  the  present  charter  there  air  both  good  and  bad  provisions.  There  ar 
a  few  provisions  which  are  almost  absurd.  In  this  latter  class  falls  the  one 
twelfth  monthly  restriction  of  appropriations.  The  effect  of  this  provision  oi 
the  general  financial  problems  of  the  city  has  already  been  discussed.  Th 
greatest  burden  of  its  application  perhaps  falls  on  the  department  of  publi 
works.  Except  for  the  fact  that  no  great  seasonal  change  is  felt  in  San  Fran 
cisco,  the  operations  of  the  department  of  public  works  would  be  so  seriousl; 
crippled  that  in  order  to  carry  on  the  necessary  work  of  the  department  i 
would  be  necessary  to  appropriate  from  25  to  50  per  cent  more  money  than  wa 
actually  required. 

There  are  so  many  ill  effects  of  this  provision  felt  in  the  administratioi 
of  the  department  of  public  works  that  the  mere  listing  of  them  would  requir 
a  great  many  words.  It  is  assumed  that  the  intent  of  the  provision  was  t 
control  expenditures  of  the  department  in  such  a  way  that  the  possibility  o 
wasting  money  would  be  lessened.  Whether  or  not  the  application  of  the  one 
twelfth  provision  was  in  any  way  effective  in  decreasing  the  amount  of  mone; 
which  it  was  possible  to  waste  depends  on  how  much  money  was  thrown  awa; 
before  this  provision  went  into  effect.  There  is  no  question,  however,  that  th 
application  of  this  clause  has  been  very  effective  in  preventing  the  saving  o 
money,  and  in  hindering  the  introduction  of  many  principles  of  economy  int 
the  administration  of  the  field  operations  of  the  department. 

On  the  straight  mathematical  basis  this  provision  is  fundamentally  im 
sound.  Assuming  that  it  were  the  desire  of  the  drafters  of  this  charter  pre 
vision  to  prevent  pre-election  humps  in  the  payrolls,  and  to  have  it  applj 
solely  to  personal  service  schedules,  the  provision  even  then  could  not  be  aj 
plied.  The  mere  fact  that  in  certain  months  of  the  year  there  are  thirty-on 
days  and  in  other  months  of  the  year  thirty  days  would  prevent  the  applica 
tion  of  the  straight  one-twelfth  rule  for  all  schedules  of  "wages  regular  em 
ployees" — which  in  turn  means  that  one  cardinal  principle  in  scientific  budge 
making,  i.  e.,  the  classification  of  personal   service  into   "salaries  temporary,' 
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wages  regular,"  "wages  temporary,"  cannot  be  put  into  effect  without  over 
ipproprial  ion. 

Accounts  and  Records 

The  accounts  and  records  of  the  department  of  public  works  are  under  the 
general  supervision  of  the  chief  bookkeeper.  To  date,  however,  not  all  of  the 
ctual  operation  of  the  accounts  and  records  have  been  centralized  in  his  office 
-the  bureau  of  bookkeeping  and  accounts.  In  addition  to  the  accounting 
ecords  maintained  in  a  few  of  the  other  operating  divisions,  particularly  the 
rareau  of  architecture,  the  bureau  of  engineering  and  the  bureau  of  street 
epairs,  the  cashier's  office  is  entirely  independent  of  the  office  of  the  book- 
keeper. 

The  principal  divisions  of  the  bookkeeping  office  are: 

Division  of  appropriation  accounts; 

Division  of  time  keeping  and  payrolls; 

Division  of  requisition  and  files; 

General  records,  including  municipal  waterworks; 

The  corporation  yard  accounting  division ; 

Storekeeping  division. 

The  latter  two  divisions  arc  located  at  the  corporation  yard  at  Eleventh 
And  Bryant  streets,  the  others  have  their  offices  in  the  city  hall. 

The  accounting  records  of  the  department  of  public  works  in  general  show 
hat  considerable  time  and  study  in  the  last  two  vears  have  been  devoted  to 
he  improvement  of  the  accounting  records.  That  these  records  are  not  per- 
fect to  date  is  freely  admitted.  The  principal  criticisms  of  the  existing 
icconnts  are : 

1 — That  the  centralization  of  accounting  work  is  not  really  effective ; 

'2 — That  the  cost  records  are  not  functioning  properly ; 

3 — That    the    time    keeping    and    payroll    work    still    involves    considerable 

duplication ; 
4 — That  the  records  of  the  cashier's  office  have  not  been  amalgamated  with 

the  accounting  records  of  the  bookkeeping  office. 

In  the  following  sections  of  the  report  certain  of  the  principal  accounting 
ictivities  have  been  considered  in  detail.  The  most  important  work  which 
ould  now  be  undertaken  by  the  accounting  officers  of  the  department  of 
rablic  works  would  be  the  installation  of  proper  cost  and  expense  records  and 
he  revision  of  the  appropriation  and  contract  accounting  records  along  more 
aodern  lines  of  accounting. 

)rganization  Criticised 

It  is  recommended  that  the  cashier's  office  be  made  a  part  of  the  general 
Mounting  and  recording  division  of  the  department.  There  are  many  reasons 
warranting  such  change,  the  economy  which  could  be  secured  in  the  handling 
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of  accounts  and  records  being  the  most  important.  It  lias  been  stated  that  tbfl 
recommendation  has  already  been  proposed  a  number  of  times,  but  that  th( 
actual  centralization  of  the  work  could  not,  for  one  reason  or  another  b< 
effected. 

Although  certain  of  the  recommendations  outlined  in  this  report  for  change) 
in  proceedings  and  methods  could  be  effected  without  the  combination  of  thes< 
two  divisions,  ultimate  economy  and  greatest  effectiveness  in  the  handling  o: 
this  work  cannot  be  obtained  with  the  decentralized  organization  which  nov 
exists. 

It  may  be  stated  that  the  work  of  the  cashier's  division,  as  reflected  in  th< 
manner  in  which  its  accounts  and  records  are  maintained,  indicates  that  tin 
work  is  conducted  carefully  and  conscientiously. 

The  duplication  in  work  and  certain  cumbersome  methods,  which  it  is  pro 
posed  to  discuss  in  detail,  are  the  result,  largely,  of  the  lack  of  direction  am 
the  lack  of  co-ordination  of  this  work  with  the  other  accounting  and  recordinj 
work  of  the  department.  Certain  specified  provisions  in  the  charter  and  othe 
requirements,  are  not  a  little  responsible  for  parts  of  the  procedure  criticised 

Appropriation  Accounts 
Decentralization  Criticised 

The  appropriation  accounts  of  the  department  are  carried  on  a  form  o 
ledger-register  maintained  in  the  division  of  accounts  and  records  under  th 
supervision  of  the  chief  bookkeeper.  In  considering  the  value  of  any  apprc 
priation  account,  the  sole  determination  of  its  effectiveness  is  whether  it  sal 
isfies  administrative  demands  in  providing  accurate,  live  information  regardin 
unexpended  and  unencumbered  balances  of  appropriations. 

In  the  bureau  of  street  repairs  was  found  a  complete  appropriation  ledgei 
In  the  division  of  accounts  and  records  at  the  corporation  yard  there  wa 
found  being  maintained  a  financial  summary,  the  information  of  which  wa 
obtained  from  a  registration  of  financial  documents  and  the  effect  of  which  wa 
to  provide  information  identical  with  that  which  could  be  obtained  from  tb 
appropriation  ledger-register  maintained  in  the  central  office.  The  bureau  c 
architecture  is  also  maintaining  an  appropriation  as  well  as  a  contract  ledge: 

Obviously,  if  financial  data  available  from  the  appropriation  ledger-registt 
were  satisfactory,  measured  either  in  terms  of  accuracy  or  availability,  theij 
would  be  no  need  for  the  maintenance  of  these  duplicate  appropriation  recorc 
in  the  various  operating  divisions,  yet  a  suggestion  for  the  elimination  of  th 
duplicate  records  met  with  strong  opposition  from  the  heads  of  the  divisio 
where  the  duplicate  records  were  being  maintained. 


Duplication  of  Appropriation  Records  Should 
Not  Be  Necessary 


The  point  is  made  that  but  one  appropriation  record  is  needed.     If  tin 
record  is  properly  designed  and  properly  maintained  all  of  the  informatic 
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necessary  regarding  the  status  of  appropriations  can  be  obtained  from  that 
lone  source. 

In  the  sections  of  this  report,  relating  to  the  office  of  the  auditor,  atten- 
tion has  been  called  to  the  fact  that  the  appropriation  accounts  which  are 
being  maintained  in  his  office  do  not  satisfy  the  demands  of  the  adminis- 
trative departments.  The  recommendation  was  made  that  the  appropriation 
accounts  of  the  auditor  be  so  revised  as  to  make  possible  the  obtaining  of  all 
accessary  appropriation  statements  from  this  one  central  source.  As  soon 
;in  such  central  appropriation  records  have  been  established,  the  necessity 
<for  the  maintenance  of  any  appropriation  accounts  by  any  department  will 
be  eliminated.  Before  that  condition  is  reached,  however,  the  duplication 
of  work  in  the  department  of  public  works,  at  least,  should  be  stopped. 

Form  of  Account  Criticised 

The  form  of  the  appropriation  ledger-register  is  no  doubt  somewhat 
Responsible  for  the  apparent  dissatisfaction  on  the  part  of  the  administra- 
tive officers.  The  accounts,  as  maintained,  are  confused  and  complex  in 
form.  Certain  necessary  information  cannot  be  obtained  without  a  quasi- 
analysis  of  the  items  which  is  made  possible  through  the  use  of  posting  key 
numbers.  There  are  in  use  in  many  cities  throughout  the  United  States 
Variations  of  a  standard  form  of  appropriation  account,  any  one  of  which 
would  be  simpler  to  operate  and  more  reliable  than  the  one  now  being 
maintained. 

It  is  recommended  that  the  form  of  this  account  be  revised.  The  true 
measure  of  any  accounting  record  is  not  whether  it  is  satisfactory  to  the 
accounting  officers  and  the  clerks  who  are  engaged  in  keeping  the  record, 
but,  rather,  whether  or  not  the  statements  which  can  be  drawn  from  it  satisfy 

the  needs  of  the  administrative  officers. 

■ 

Contract  Ledger  Kept  in  Two  Forms 

The  contract  records  of  the  department,  as  maintained  in  the  central 
'accounting  offices,  are  kept  in  two  different  forms:  the  appropriation  ledger- 
register  and  the  contract  cards,  postings  to  which  are  made  personally  by  the 
ihief  bookkeeper. 

It  is  recommended  that  the  contract  record  form  be  revised  so  as  to 
mow  in  one  form  the  complete  history  of  the  contract.  This  would  neces- 
sitate the  consolidating  of  a  part  of  the  records  now  maintained  in  the  bureau 
Df  engineering  with  the  financial  records  now  maintained  in  the  office  of  the 
Dookkeeper.  This  record  should  show  sufficient  descriptive  data  to  describe 
:he  principal  factors  about  the  contract  proceedings;  it  should  contain  a 
carefully  kept  historical  record  of  tickler  dates ;  a  record  of  bid  prices  and  a 
■ecord  of  partial  and  final  payments. 
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Delays  in  Payment  of  Demands 

Tn  a  section  of  the  report  dealing  with  the  general  financial  procedure  of 
the  city,  the  present  cumbersome  and  involved  method  of  payment  has  been 
criticised.  In  no  department  is  the  effect  of  this  procedure  more  felt  than 
in  the  department  of  public  works.  At  the  request  of  the  commissioner,  the 
chief  bookkeeper  of  the  department  prepared  a  calendar  record  of  the  time 
consumed  in  the  certification  and  final  payment  of  certain  typical  claims. 
It  will  be  noted  that  the  average  time  of  payment  exceeds  five  weeks.  The 
city  pays  cash  for  supplies,  materials,  equipment  and  service.  The  present 
method  of  payment  practically  prevents  the  securing  of  trade  discounts.  It 
is  an  injustice  to  the  contractors  and  merchants  dealing  with  the  city,  and 
absolutely  unnecessary.     The  tabulation  follows: 


MATERIALS  PURCHASED  FOR  WHICH  REQUISITIONS  WERE  ISSUED 


Req.  No.  4748 7/12/16 

Date  of  bill 7/12/16 

Demand  made    8/10/16 

Demand  entered    8/22/16 

Passed  by   Supervisors....   8/28/16 

Ready  for  payment 8/30/16 

Fire 
Req.  No.  and  date  4598...   7/  8/16 

Date  of  bill 7/  9/16 

Demand    made    8/11/16 

Returned    to    storekeeper. .   8/22/16 

To  finance  committee 8/25/16 

To  auditor   8/28/16 

Req.  No.  and  date  5100...   7/27/16 

Date  of  bill 7/27/16 

Demand    made    7/31/16 

Returned  to  storekeeper...   8/  3/16 

To  finance  committee 8/10/16 

To   Mayor    8/15/16 

Ready  for  payment 8/17/16 


Street  Cleaning  Department 

Chas.  Brown  &  Son 

Amount    

Date  sworn    

To   finance   committee. 
To  auditor   


Department   Repairs 

W.  P.  Fuller  &  Co. 

Amount.     

Date  sworn    

Entered    

Passed    by    Supervisors. 
Ready    for  payment. . . . 
Street  Repair 

Moore  d  Scott  Iron  Works 

Amount    

Date  sworn    

Entered    

Passed  by  Supervisors 

To  auditor  


8/15/16 
8/25/16 
8/28/16 


8/15/16 
8/24/16 
8/28/16 
8/30/16 


7/31/16 
8/  7/16 
8/14/16 
8/16/16 


$3.00 


10.00 


360.35 


PARTIAL  PAYMENTS   ON   CONTRACTS 


Monson  Bros. 

Date   of  bill 

Demand  made    

Sent   to   architect 

Entered  on  contract  cards. 

Entered   in  books 

Passed  by  finance  com 

Finally   passed    

To    auditor    


D.  L.  Bienfield 

Date   of  bill 

Demand   made    

Sent   to    engineer 

Entered  on  contract  cards. 

Entered    in   books 

Passed   by   finance  com.... 

Finally   passed    

To   auditor    


City  Hall 

Carpentry 

7/  5/16  Amount  

7/  5/16  Date  sworn    7/  5/16 

7/  5/16  Returned   to  bookkeeper 7/12/16 

7/12/16  To  Board  of  Works 7/12/16 

7/13/16  To  Supervisors  7/14/16 

7/14/16  Passed  to  print 7/17/16 

7/24/16  To  Mayor   7/26/16 

7/27/16  Ready  for  payment 7/29/16 

Carbett  Avenue 
Paving 

7/  5/16  Amount    

7/  5/16  Date  sworn  7/  5/16 

7/  5/16  Returned   to  bookkeeper 7/  5/16 

7/  5/16  To  Board  of  Works 7/  5/16 

7/  6/16  To  Supervisors  7/  6/16 

7/  7/16  Passed   to  print 7/10/16 

7/17/16  To  Mayor  7/19/16 

7/19/16  Ready    for   payment 7/19/16 


$8,000.00 


$5,698.i 
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Procedure  for  Payment  of  Claims  Criticised 

According  to  the  provisions  of  the  charter,  every  merchant  selling  sup- 
plies to  the  city  of  San  Francisco,  and  every  contractor  performing  services, 
must  certify  and  swear,  when  his  invoice  is  submitted,  that  the  supplies, 
material  or  equipment  billed  for,  have  actually  been  delivered,  or  the  serv- 
ices actually  performed.     The  procedure  is  as  follows: 

The  vendor  sends  a  representative  to  the  bookeeping  office  of  the  depart- 
ment. From  one  of  the  clerks  he  receives  a  demand  form,  having  his  invoice 
appended  thereto.  He  is  then  required  to  take  this  demand  form  over  to 
the  office  of  the  supervisors  and  there  swear  before  the  secretary  of  the  board 
of  supervisors.  He  then  returns  to  the  office  of  the  department  of  public 
works  and  deposits  the  demand  form  again  in  the  bookkeeping  office. 

If  it  is  necessary  to  continue  this  antiquated  practice  which  requires  the 
swearing  of  the  vendor  on  every  invoice  of  goods,  at  least  the  city  should 
provide  notaries  public  in  the  office  of  the  department  of  public  works  to 
receive  such  oaths  or  affirmations.  There  is  no  need  whatsoever  of  requiring 
the  vendor  to  take  his  oath  before  an  officer  of  the  board  of  supervisors. 

The  elimination  of  this  practice  has  several  times  been  recommended  by 
the  officials  of  the  department  of  public  works  but  favorable  action  has  been 
denied. 

Municipal  Water  Works 

The  municipal  water  works  is  one  of  the  smaller  activities  of  the  depart- 
ment of  public  works.  The  plant  supplies  the  district  known  as  the  "race 
.track  district".  The  books  show  a  service  roll  of  425  consumers.  The  work 
of  this  division  is  handled  entirely  by  a  force  of  four  men,  one  of  whom  does 
not  give  full  time.  The  main  extensions  and  constructions  are  handled  either 
by  contract  or  special  force  when  occasion  arises. 

Were  a  true  depreciation  in  plant  and  equipment  charged  on  the  balance 
sheet  of  the  municipal  water  works,  the  operation  of  this  plant  would  un- 
questionably show  a  debit  balance.  Just  what  loss  this  would  amount  to  it 
was  not  possible  to  determine  without  a  more  detailed  analysis  of  the  records 
of  the  department  than  the  time  allotted  for  the  survey  of  this  division 
would  permit. 

As  the  total  collections  are  so  small,  the  problem  is  not  one  of  great 
importance.  The  rates  charged  for  water  are  the  same  as  those  charged 
by  the  Spring  Valley  Water  Company. 

It  is  recommended  that  the  true  total  cost  of  operation  be  determined  and 
the  rates  so  adjusted  that  the  revenues  will  meet  the  expenses. 

Time  Keeping  and  Payroll  Division 

This  division,  which  is  under  the  immediate  supervision  of  the  chief  time- 
keeper, consists  of  two  clerks  and  three  outside  timekeepers.     This  force  is 
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responsible  for  the  keeping  of  time  and  the  preparation  of  payrolls  of  most 
of  the  employees  of  the  department  of  public  works.  The  municipal  rail- 
ways, the  bureau  of  engineering  (part)  and  the  bureau  of  building  repair  are 
the  principal  exceptions.  The  methods  in  use  for  taking  the  time  of  the 
employees  and  recording  the  same  are  somewhat  elaborate  but  effective. 

For  every  laborer  employed  in  the  bureaus  employing  the  greatest  number 
of  laborers  (the  bureau  of  street  repairs,  bureau  of  street  cleaning  and 
bureau  of  sewer  cleaning  and  repair),  a  daily  individual  time  report  is 
required.  These  reports  are  prepared  in  blank  by  the  payroll  division,  by 
the  use  of  an  addressograph  machine.  These  cards,  one  for  each  day  in  the 
month,  are  then  transmitted  to  the  men  in  the  field  at  the  beginning  of  the 
monthly  work  period.  One  card  is  signed  and  turned  over  by  each  em- 
ployee to  the  foreman,  every  day.  The  outside  timekeepers  collect  these 
cards  from  the  foreman  and  transmit  them  to  the  main  office. 

In  the  main  office,  the  time  is  then  posted  in  detail  to  the  time  summary 
and  at  the  end  of  the  month  recapped  to  a  payroll  sheet. 

This  procedure  is  subject  to  criticism  on  two  points:  (1)  duplication  of 
work  and  (2)  excessive  detail.  Regarding  the  duplication  of  work,  it  will 
be  noted  in  the  sections  of  this  report  dealing  with  the  divisions  having 
offices  at  the  corporation  yard  (the  bureau  of  street  repairs,  bureau  of  sewer 
cleaning  and  repair,  bureau  of  street  cleaning  and  the  bureau  of  building 
repair),  that  the  time  keeping  procedure  for  the  employees  of  these  divisions 
as  now  carried  on  in  the  accounting  office  of  the  corporation  yard,  has  been 
touched  upon.  With  the  exception  of  the  time  records  of  the  employees  of 
the  bureau  of  building  repair,  which  are  not  maintained  in  the  general  office, 
the  time-keeping  procedure  of  this  division  is  a  duplication  of  work.  One  of 
the  two  procedures  should  be  dispensed  with. 

Form  of  Payrolls  Criticised 

If  it  be  decided  that  a  detailed  posting  of  time  of  individual  employees 
is  desirable  (conclusion  on  this  point  depends  not  a  little  upon  the  method  by 
which  the  cost  and  expense  records  are  developed)  the  present  form  of  pay- 
roll should  be  abandoned  and  there  should  be  substituted  therefor  a  form  of 
roll  which,  on  the  original  copy  would  show  the  detailed  daily  postings  of 
time.  This  roll  could  either  be  maintained  in  the  department  or  transmitted 
to  the  auditor  as  his  copy,  to  be  used  as  the  fundamental  basis  of  audit. 
Such  a  revision  of  the  payroll  form  would  probably  reduce  by  one-half  the 
amount  of  time  now  put  in  by  the  clerks  on  the  main  office  time-keeping 
division  in  maintaining  the  detailed  daily  summary  of  time.  This  would 
release,  for  other  duties,  the  full  time  of  one  clerk. 

Engineering  Payrolls  Criticised 

The  bureau  of  engineering  makes  up  a  complete  payroll  which  is  trans- 
mitted  to  the  time-keeping   division   and  there   transferred  to  the   standard 
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departmental  payroll  form.  The  roll  made  up  by  the  clerks  of  the  bureau 
if  engineering  is  not  made  on  a  standard  payroll  form.  The  difficulties  in 
keeping  the  time  in  a  bureau  of  engineering  arise  largely  from  the  fact  that 
the  men  engaged  on  the  work  often  have  their  time  charged  against  a  num- 
ber of  different  appropriations  within  one  month.  No  procedure  has  been 
worked  out  in  the  accounting  offices  of  the  department  of  public  works  either 
for  providing  n  hasis  for  determining  accurately  an  adequate  time  distribu- 
tion or  for  facilitating  the  allocation  of  such  charges  to  the  various  appro- 
priation accounts.  From  this,  there  have  been  two  results:  (1)  the  arbitrary 
charging  of  time  against  appropriations  which  in  turn,  has  resulted  in  an 
Overcharge  against  certain  special  funds;  a  point  which  has  been  discussed 
in  the  section  of  this  report  dealing  with  the  bureau  of  engineering;  (2)  a 
duplication  of  work  in  two  divisions  of  the  department. 

It  is  recommended  that  the  system  of  keeping  the  time  of  the  engineer- 
ing forces  be  revised  ;  that  a  more  modern  form  of  time  sheet  be  installed, 
and  that  the  distribution  of  time  as  a  basis  for  appropriation  charges  be 
handled  through  an  expense  ledger  summation,  rather  than  through  detailed 
analyses  in  the  payroll. 

Too  Many  Copies  of  Payroll 

At  the  present  time  five  copies  of  the  payroll  are  made  out.  These  are  sent 
to  the  following  offices:  (1)  auditor;  (2)  civil  service  commission;  (3)  treas- 
urer; (4)  bookkeeper  of  the  board  of  supervisors;  (5)  retained  by  the  depart- 
ment. Three  copies  of  the  payroll  should  suffice.  The  treasurer  does  not  need 
a  copy  of  the  roll,  neither  does  the  bookkeeper  of  the  board  of  supervisors,  ex- 
cept to  provide  an  easy  reference  to  the  names  of  the  employees.  The  reduc- 
tion in  the  number  of  rolls  from  five  to  three  would  mean  a  reduction  in  the 
cost  of  preparing  payrolls  in  the  department. 

Use  of  Addressograph  Machine 

The  department  is  to  be  commended  on  having  installed  an  addressograph 
machine  for  use  in  the  payroll  division.  It  was  unfortunate,  however,  that  one 
of  the  principal  advantages  of  an  addressograph  machine  was  not  being  ob- 
tained at  the  time  the  survey  was  in  progress,  i.  e.,  the  making  out  of  payrolls. 
These  were  still  being  typewritten. 

Payment  of  Employees 

Every  one  of  the  two  thousand  local  employees  of  the  department  of  public 
works  is  required  to  go,  personally,  to  the  office  of  the  auditor,  and  from  there 
go  to  the  office  of  the  treasurer  on  every  pay  day,  in  order  to  receive  his  money. 
Many  estimates  have  been  made  of  what  this  practice  was  costing  the  city.  A 
conservative  estimate  would  place  this  loss  at  not  less  than  three  thousand 
dollars  per  month  in  the  department  of  public  works  alone. 

The  solution  is  obvious.     The  treasurer  should  be  required  to  act  as  pay- 
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master  of  city  employees  and  to  pay  off  the  men  on  the  work.  It  was  stated 
by  the  officials  of  the"  department  of  public  works  that  this  recommendation  had 
been  submitted  to  the  supervisors,  the  auditor  and  the  treasurer,  a  number  of 
times  without  effect. 

Labor  Payrolls  for  the  Hetch  Hetchy  Service 

Very  few  of  the  demands  for  labor  on  the  Hetch  Hetchy  project  are  re- 
ceived or  signed  for  by  the  men  in  person.  The  keeper  of  a  general  store  in  the 
vicinity  of  the  Hetch  Hetchy  work  and  a  few  of  the  local  banks  hold  powers  of 
attorney  from  a  majority  of  the  men  and  receive  for  and  sign  for  their 
demands. 

In  a  few  instances  the  demands  have  been  mailed  to  the  men  and  the 
auditor,  in  lieu  of  a  signature,  has  noted  on  the  demand  register  that  the 
demand  has  been  mailed — the  date  of  mailing,  to  whom  mailed.  To  this  nota- 
tion the  deputy  auditor  affixes  his  signature.  The  following  table  shows  the 
number  of  demands  on  the  payroll  for  July,  1916,  and  the  number  disposed  of 
by  each  of  the  methods  noted  above : 

Total  number  demands,  204. 

Number  demands  signed  for  by  Cassaretto     127 

Number  demands  signed  for  by  banks     27 

Number  demands  signed  for  by  others    11 

Number  demands  signed  for  by  payee     6 

Number  demands  signed  for  by  wife     8 

Number  demands  signed  for  by  son     2 

Number  demands  mailed    16 

Number  demands  on   hand    7 

204 
Storekeeping  Division 

The  storekeeping  division  of  the  department  of  public  works  is  located  at 
the  corporation  yard.  It  is  under  the  immediate  supervision  of  the  storekeeper. 
At  the  time  of  the  survey,  the  force,  in  addition  to  the  storekeeper,  consisted 
of  two  clerks,  two  watchmen  and  one  laborer. 

The  assignment  of  one  of  the  two  clerks  was  somewhat  ambiguous — the 
clerk  having  charge  of  the  stores  records  of  the  building  repair  department 
apparently  reporting  both  to  the  chief  clerk  of  the  corporation  yard  record 
division  and  to  the  storekeeper. 

Storekeeper's  Duties  Comprehensive 

The  title  of  "Storekeeper"  is  not  indicative  of  all  of  the  duties  of  the 
present  storekeeper.  The  storekeeper  has  charge  of  the  stores  on  hand,  their 
storage  and  issuance.  In  addition,  all  purchase  requisitions,  even  for  services. 
such  as  the  repair  of  machinery  or  the  hiring  of  teams  or  vehicles,  pass 
through  the  storekeeper  division.    The  memorandum  requisitions  received  from 
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the  various  offices  of  the  department  are  there,  in  turn,  made  into  purchase 
order  requisitions  which  are  the  financial  documents  used  in  ordering  supplies, 
materials,  equipment  or  services  and  in  setting  up  liabilities  as  encumbrances 
against    the  appropriation  authorizations. 

When  the  supplies,  materials  or  equipment  have  been  received  or  the 
vices  haw  been  performed,  the  demand  for  payment,  drawn  in  favor  of  the 
endor  is  initiated  in  this  office.  The  storekeeper's  duties  are  more  in  the 
nature  of  a  general  tiseal  agent  for  the  purchases  of  the  department  rather 
than  those  of  a  storekeeper  proper. 

No  Current  Audit  of  Stores 

The  importance  of  a  careful  control  of  stock  on  hand,  deliveries  to  store 
yard  and  direct  deliveries  on  the  work,  cannot  be  overestimated.  The  store- 
keeper is  presumably  responsible  for  insuring  that  all  supplies,  materials  and 
equipment  purchased  by  the  department  of  public  works  are  used  only  on  city 
work.  If  the  storekeeper  is  to  be  held  responsible  for  insuring  this,  and,  if 
the  records  which  reflect  the  information  upon  which  such  a  control  could  be 
predicated,  are  to  be  maintained  solely  by  his  division,  it  is  apparent  that  a 
careful  routine  audit  of  the  storekeeping  records  should  be  insisted  upon.  The 
present  storekeeping  system  has  been  in  force,  with  minor  variations,  for  ap- 
proximately four  years.  During  that  time,  the  stores'  records  have  not  been 
subjected  to  any  audit  whatsoever,  except  certain  irregular  inspections  by 
inspectors  employed  by  the  supplies  committee  of  the  board  of  supervisors. 
For  a  period  of  more  than  eighteen  months  not  even  an  inspection  of  this  sort 
has  been  made. 

The  supplies  and  materials  used  by  the  department  of  public  works  are 
valuable.  The  purchases  in  the  department  of  public  works  alone  amount  to 
more  than  one-half  million  dollars  per  year.  All  of  these  materials  are  under 
the  control  of  the  storekeeper.  For  his  own  protection  and  the  protection  of 
the  employees  of  his  division,  the  storekeeper  should  insist  that  the  auditor  of 
the  city,  or  an  outside  agency,  audit  and  certify  his  accounts  and  records  at 
least  once  every  year  and  that  during  that  year,  at  unexpected  intervals, 
cheeks  be  made  of  the  different  articles  in  the  stores. 

This  survey  did  not  comprehend  an  audit,  neither  is  the  report  concerned 
with  rumor  save  to  point  out  that  had  a  comprehensive  audit  of  stores'  records 
been  made  regularly  in  past  years  rumors  about  the  disappearance  of  stores 
could  not  have  persisted.     They  would  have  been  either  proved  or  disproved. 

Cashier's  Office 

This  division  of  the  department  of  public  works  is  charged  generally  with 
the  collection  of  all  moneys,  and  the  issuance  of  certain  of  the  permits 
authorized  by  the  charter  and  ordinance  to  be  granted  applicants  by  the 
board  of  public  works.  At  the  time  the  survey  was  made,  the  organization 
consisted  of  a  cashier,  two  clerks  and  one  stenographer. 
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The  inspectors  charged  with  the  field  inspection  of  permitted  openings,  and 
the  field  supervision  of  operations  authorized  by  the  permits  granted,  report 
to  the  bureau  of  streets,  bureau  of  engineering  and  bureau  of  building  in- 
spection. 

Limitation  of  Jurisdiction  Criticised 

Only  a  part  of  the  moneys  collected  by  the  department  are  taken  in 
directly  by  the  cashier's  office. 

The  principal  cash  collection  operations  not  conducted  by  the  cashier  are: 

1 — The  collection  of  water  revenues  (municipal  water  works)  in  the  office 
of  the  bookkeeper. 

2 — The  collection  of  inspection  and  survey  charges  by  the  bureau  of  en- 
gineering. 

Other  fees  and  deposits,  including  those  for  side  sewers,  deferred  payments, 
assessments,  street  space  (building  material  storage),  sidewalks,  house  moving, 
general  substructures,  etc.,  are  collected  in  the  office  of  the  cashier. 

It  is  recommended  that  all  moneys  be  collected  directly  by  the  cashier. 
Such  a  procedure,  through  the  elimination  of  many  duplicate  cash  accounts 
and  the  elimination  of  the  necessity  for  "advices  of  transfers  of  funds  col- 
lected" from  division  to  division,  would,  no  doubt,  decrease  the  work  and 
expedite  its  handling. 

Warrants  For  Refunds  Form  Criticised 

Any  permit  procedure  predicated  upon  the  depositing  of  funds  by  the 
permittee,  necessitates  a  co-ordinating  procedure,  providing  for  the  refund  of 
any  excess  amounts  of  the  deposit  over  and  above  the  actual  cost  of  inspection 
and  replacement.  The  procedure  being  followed  in  the  cashier's  office  requires 
the  return  by  the  permittee  of  the  permit  (or  an  affidavit  in  case  the  permit 
is  lost),  the  certification  of  the  amount  of  the  charge  by  the  proper  field 
inspector  and  the  certification  of  the  amount  of  the  refund  due  by  the  cashier. 

The  refund  demands  are  made  on  special  demand  forms  in  themselves  well 
adapted  to  the  purpose  to  which  they  are  put  under  the  procedure  now  being 
followed.     This  procedure  is  subject  to  criticism  on  two  principal  counts : 

1 — That  it  requires  a  certification  on  each  demand  by  the  secretary  of  the 

board  of  public  works  and  at  least  two  of  the  commissioners. 
2 — That  the  voucher  check  system  is  not  being  used. 

The  certification  by  the  secretary  and  two  commissioners  is  required  by  the 
charter.  This  is  purely  a  matter  of  administrative  detail,  which,  in  no  sense 
of  the  word,  calls  for  the  personal  certification  of  the  principal  administrative 
officers  of  the  department.  Its  only  effect  is  to  usurp  the  time  of  these  men 
in  handling  and  signing  all  demands.  The  vouchers  for  payment  of  a  refund 
to  any  permittee  should  have  appended  thereto  a  check  for  payment. 


Financial  Administration  547 

Bond  Warrants  of  a  Better  Type 

An  interesting  development  in  the  financial  procedure  involved  in  refund- 
in-  permit  deposits,  and  in  paying  out  the  permit  funds,  was  found  in  the 
procedure  for  paying  the  bondholders  the  amount  collected  on  deferred  pay- 
ment assessments.  In  order  to  avoid  red  tape  involved  in  the  making  out  of  a 
demand,  the  payment  to  the  bondholders  for  the  money  collected  from 
deferred  payment  assessments  is  made  on  a  certification,  which  is  signed  only 
by  the  cashier  of  the  board  of  public  works  and  affirmed  by  the  holder  of 
the  bond. 

It  is  possible  that  this  procedure  is  a  violation  of  the  letter  of  the  charter 
law.  but  there  is  no  doubt  but  that  this  procedure,  from  an  administrative 
standpoint,  and  judged  by  the  standards  of  modern  business  practice,  is 
superior  to  the  involved  and  complex  procedure  required  by  the  charter. 

Inspection  Forms 

One  of  the  inspection  forms  in  use  in  this  division,  which  is  typical  of  the 
inspection  procedure,  is  "notice  to  inspector  to  examine  permits."  This  form 
of  inspection  notice  is  used  to  notify  the  field  inspectors  to  examine  permits 
where  permission  has  been  granted  to  store  building  material  in  the  street  or 
to  carry   on   certain   other  permitted   operations. 

The  revision  of  the  form  and  the  revision  of  the  procedure  for  handling 
it  would  eliminate  all  necessity  for  the  duplicate,  detailed,  bound  book  loca- 
tion index  and  at  the  same  time  facilitate  the  inspection  work. 

What  is  needed  is  the  preparation  of  a  loose-leaf  inspection  form  for  all 
permits,  duplicate  or  triplicate,  as  the  requirements  of  the  work  might  demand, 
which  should  be  made  out  at  the  time  the  permit  is  issued.  One  of  these 
could  be  used  as  an  advice  to  the  proper  bureau  that  a  permit  had  been 
issued,  another  copy  could  go  directly  into  a  location  file  as  an  automatic 
index,  and  the  third  be  retained  in  the  office  until  request  was  received  from 
the  permittee  for  an  inspection,  and  then  used  as  an  advice  to  the  inspector  to 
inspect — in  turn  to  be  returned  hy  him  with  the  notations  of  the  inspection. 

Bound  Book  Location  Index  Criticised 

On  account  of  the  inadequate  design  of  the  forms  used,  it  is  necessary  now 
to  maintain  in  the  office  of  the  cashier  a  location  index  of  permits  issued. 
These  indices  are  maintained  in  two  large,  cumbersome  bound  books — a  type 
of  location  index  long  since  abandoned  in  modern   recording  procedure. 

The  maintenance  of  these  location  indices  (which,  it  may  be  stated,  are 
complete  to  date)  takes  up  a  major  portion  of  the  time  of  at  least  one  clerk. 
The  introduction  of  properly  designed  permit  and  inspection  forms,  co- 
ordinated into  a  location  filing  system,  would  eliminate  the  necessity  of  any 
rewrite   indices. 

What  is  needed  is  the  introduction  into  the  procedure  of  the  department 
of  loose-leaf  inspection,  permit,  cost  and  other  field  report  forms,  so  that  the 
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mere   filing   of   these    forms    will    automatically    index,    by    location,    work    in 
progress  and  work  completed. 

Controlled  Stationery  Forms 

The  use  of  controlled  stationery  receipt  forms,  designed  and  installed  by 
the  auditor  in  co-operation  with  the  accounting  division  of  the  department  of 
public  works,  is  to  be  commended.  It  is  only  by  such  procedure  that  a  funda- 
mental basis  for  audit  over  moneys  received  can  be  obtained.  The  idea  of 
controlled  stationery  forms  has  not,  however,  been  carried  out  in  the  design  of 
the  records  of  the  department  as  far  as  is  desirable.  Judging  from  the  forms 
in  use,  too  little  attention  has  been  given  to  co-ordinating  the  financial  docu- 
ments, such  as  receipts,  with  the  field  forms,  such  as  permits. 

The  permit  form  itself  is  an  important  document  to  be  subjected  to  the 
control  of  the  controlled  stationery  procedure.  Controlled  stationery  receipts 
insure  an  adequate  and  fundamental  basis  for  audit  of  moneys  received,  but, 
unless  the  permit  forms  are,  in  turn,  controlled  in  the  same  manner,  no  assur- 
ance can  be  had,  viewed  from  the  standpoint  of  audit,  that,  for  every  permit 
issued,  or  every  permit  in  force  in  the  field,  a  proper  compensation  has  beeD 
received  by  the  city. 

Controlled  Stationery  Permits  Recommended 

For  this  reason  it  is  recommended  that  all  permit  forms  be  printed  as 
controlled  stationery  documents.  A  permit  gains  its  power  in  the  field,  not 
on  account  of  the  signature  of  the  cashier,  the  secretary  of  the  department  or 
one  of  the  commissioners,  but  on  account  of  its  size,  form,  printing,  set-up  and 
general  character. 

Combination  of  Permit  and  Receipt  Forms 

Under  the  present  practice,  an  individual  and  separate  receipt  (controlled 
stationery)  is  issued  to  each  permittee  at  the  same  time  that  the  permit  is 
issued.  Both  of  these  operations  could  be  combined  into  one  through  the  use 
of  a  properly  designed  permit  form.  There  is  no  reason  why  the  duplicate  of 
the  permit  should  not  be  used  as  an  advice  to  the  auditor  and  become  the 
basis  for  auditing  the  amount  of  cash  received,  or  that  the  original,  trans- 
mitted to  the  permittee,  could  not,  in  the  same  writing,  become  his  permit  and 
his.  receipt  for  payment. 

It  is  recommended  tbat  the  so-called  graduated  stub  type  of  permit  be 
introduced  into  this  procedure.  These  permits  are  controlled  stationery  permit 
documents  so  drawn  that  the  detaching  of  the  original  form  from  the  dupli- 
cate is  effected  by  the  tearing  of  a  graduated  stub  which,  at  the  same  time, 
indicates  the  amount  of  the  deposit.  The  original  becomes  the  permit  and 
the  duplicate  the  basis  of  audit  and  the  triplicate,  if  desired,  the  permanent 
bound  book  stub  record.  The  introduction  of  this  form  would  save  one  com- 
plete operation  and  would  more  effectively  control  the  permit  procedure 
through  controlling  the  permit  forms  as  well  as  the  receipts. 
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Cost  and  Expense  Records 

The  most  important  element  in  the  accounting  system  of  the  department  of 
public  works  is  the  system  of  cost,  expense  and  inspection  records.  These 
records  are  the  controlling  medium — they  form  the  basis  for  work  programs, 
budget  estimates,  contract  estimates  and  controlling  orders.  Their  importance 
as  a  means  for  providing  information  upon  which  the  executives  may  plan  for 
work  necessary  to  be  done  in  the  future  and  control  the  work  in  progress 
cannot  be  overestimated.  Without  cost  records  which  reflect  accurately  the 
cost  of  carrying  on  the  different  kinds  of  work,  without  expense  records  which 
summarize  the  detailed  cost  accounting  to  functional  organization  and  activity 
groupings,  and  without  inspection  records  which  show  work  necessary  to  be 
done  and  report  progress  made  in  completing  work  ordered  to  be  done,  the 
administration  of  a  public  works  department  the  size  of  that  of  the  city  and 
county  of  San  Francisco  must  be  largely  a  matter  of  individual  effort  on 
isolated  cases  or  pure  guess  work. 

What  has  been  accomplished  in  the  last  year  or  two  in  the  introduction  of 
cost  records  in  the  department  of  public  works  is  commendable.  It  is  ad- 
mitted that  the  records  now  in  use  fall  short  of  providing  the  necessary  in- 
formation. 

The  test  of  the  effectiveness  of  any  accounting  procedure  is  whether  or  not 
the  information  required  is  made  available  in  the  records.  The  test  of  the 
adequacy  of  the  information  is  whether  or  not  information  provided  is 
actually  being  used  in  controlling  the  work  of  the  department 

The  unit  cost  records  now  in  existence  are  not  accurate,  neither  are  they 
■  comprehensive,  nor  do  they  provide  analyses  in  sufficient  mutually  exclusive 
groupings  to  permit  the  making  of  current  comparisons  of  cost — the  most 
•    essential  factor  in  a  cost  record  system. 

Without  proper  cost  records,  expense  summaries  and  inspectional  reports, 
it  invariably  happens  that  many  questions  involving  the  exercise  of  judgment 
are  decided  by  foremen,  district  superintendents,  inspectors  and  other  field 
subordinates.  Successful  public  works  administration  depends  largely  upon 
getting  the  information  from  the  field  into  the  office  in  accurate,  available 
condition  so  that  the  trained  executives,  who  are  competent  to  exercise  judg- 
ment in  deciding  questions  of  policy  and  work,  will  have  the  information 
before  them  upon  which  intelligent  action  can  be  predicated. 

The  test  of  efficiency  of  an  executive  officer  is  not  his  ability  to  decide  upon 
isolated  cases  which  may  or  may  not  be  called  to  his  attention,  but  upon  his 
ability  to  organize  the  work  that  all  issues  demanding  the  exercise  of  executive 
judgment  will  be  brought  to  his  attention  for  decision.  An  organization  so 
loose,  an  accounting  system  so  inadequate  that  the  executives  are  required  to 
make  continuous  inspection  tours  and  to  request  by  special  order  the  prepara- 
tion of  cost  figures  on  isolated  cases  brought  to  their  attention,  is  impracti- 
cable, unscientific  and  wasteful.  This  is  the  main  difficulty  with  the  present 
cost  and  expense  records  of  the  department. 


550  San  Francisco 

At  the  time  of  the  survey  there  was  not  a  single  cost  summary,  expense 
summary  or  inspection  record  summary  currently  available  for  use  by  the 
executive  officers.  What  information  on  cost  was  in  existence  in  the  records 
of  the  department  was  so  kept  that  it  could  not  be  used  as  a  basis  for  eon- 
trolling  the  work  in  progress. 

The  administrative  problem  of  the  department  of  public  works  is  no  dif- 
ferent from  that  of  any  large  private  corporation,  with  the  exception  of  the  fact 
that  the  department's  business  includes  one  less  complication — that  of  selling. 
The  two  principal  elements  of  controlling  administration  are:  (1)  effective 
control  of  current  activities,  and  (2)  planning  for  the  future.  Neither  one 
of  these  factors  can  be  secured  without  adequate,  accurate,  comprehensive  cost; 
expense  and  inspection  records. 

In  the  matter  of  planning,  inspection  and  expense  records  are  of  particular 
importance.  The  activities  of  the  department  of  public  works  are  many.  The 
organization  is  complicated.  The  problem  presents  many  difficult  aspects,  botlj 
from  an  engineering  and  financial  standpoint.  Many  of  the  problems  cannot 
be  solved  within  the  period  of  a  fiscal  year  or  of  an  administration,  but  must 
be  worked  out  during  a  period  of  from  five  to  ten  years.  With  such  a  problem 
to  be  faced  it  is  absurd  to  attempt  to  secure  ultimate  efficiency  and  economy 
in  the  administration  of  a  department  without  careful  planning  for  the  future. 
There  should  be  a  paving  program,  a  sewer  program,  and  a  street  cleaning 
program  so  drawn  that  the  public  will  be  familiar  with  the  requirements  of 
the  department.  These  cannot  be  prepared  without  accurate,  comprehensive 
cost  and  expense   records. 

What  Records  Are  Now  Available 

For  the  bureau  of  street  repairs  there  are  so-called  "job  cost  records."' 
These  are  only  partial  job  cost  records,  as  several  important  phases  id'  the 
work  are  grouped  on  an  assignment  basis.  The  records  of  area  and  the  unit 
costs  were  so  inaccurate,  the  distribution  of  time  charges  so  indefinite,  and 
various  kinds  of  paving  work  so  confused,  that  it  was  impossible  to  use  any 
of  these  cost  records  in  determining  the  efficiency  of  the  different  gangs  or 
the  economy  of  the  various  operations  (see  report  on  "Bureau  of  Street 
Repairs"). 

For  the  building  repair  department  so-called  "job  cost  records"  are 
maintained.  These  are  not  in  any  sense  of  the  word  job  cost  records.  The 
card  records  merely  group  expenditures  by  principal  units,  such  as  school 
buildings,  fire  houses,  etc. 

For  the  bureau  of  street  cleaning  cost  records  of  a  sort  were  being  main-, 
tained,  but  the  cost  of  flushing  and  cleaning,  machine-broom  sweeping,  pick-up 
broom  cleaning,  etc.,  could  not  be  obtained  without  analysis,  and  were  not 
available  at  any  time  during  the  course  of  the  field  work  of  the  survey  for) 
use  by  the  executive  officers. 
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What  Is  Recommended 

The    following    sections    of    the   report    consider    the   proposed    cost    and 
expense  recording  system  of  the  department   under  three  headings: 
Inspection  records; 
Cost  records; 
Expense  records. 

Time  was  not  available  during  the  survey  nor  is  space  available  in  this 
report  for  writing  a  detailed  procedure  on  cost  and  expense  accounts.  The 
recommendations  are  in  the  form  of  an  outline  of  the  important  elements  of 
a  reporting  and  cost  recording  system. 

This  report  has  pointed  out  a  number  of  times  that  there  is  no  intrinsic 
value  in  accounting  records.  This  point  cannot  be  overemphasized  in  con- 
sidering  the  accounting  and  recording  methods  of  the  department  of  public 
works.  The  only  records  and  accounts  which  should  be  maintained  by  any 
department  should  be  accounts  and  records  reflecting  information  required 
by  and  used  by  the  executives  in  carrying  on  the  work  of  the  department. 
Accounts  which  are  not  used  are  worse  than  useless,  because  they  require 
an  added  expense  for  preparation  without  any  return. 

Before  listing  the  elements  of  a  cost  and  expense  recording  system,  con- 
sideration should  first  be  given  to  certain  operating  devices  which  facilitate 
the  collection  of  the  information  required,  and  insure  its  availability  for  use. 
Too  often  have  involved  and  complicated  cost  systems  failed,  not  because  the 
information  was  lacking,  but  because  it  was  not  drawn  in  such  form  that 
it  could  be  used  effectually  as  a  basis  for  administrative  control. 

Loose  Leaf  Reports  and  a  Central  Filing  System 

The  keystone  of  effective  cost  reporting  and  expense  summarization  is 
a  system  of  loose  leaf  field  reporting  forms  coordinated  into  a  central  filing 
plant. 

The  fundamental  bases  for  analyzing  and  summarizing  public  works  data 
arc  : 

1 — By  activities   (Functions)  ; 
2 — By  location. 

The  term  "activity"'  (function)  is  meant  to  imply  the  segregated  work 
processes  of  the  department. 

The  department  of  public  works  is  a  multi-functional  department,  Meas- 
ured on  the  basis  of  so-called  governmental  functions,  the  work  of  a  police 
department  might  be  described  as  unif unction— the  protection  of  life  and 
property.  The  public  works  department,  depending  upon  the  organization, 
has  often  as  many  as  ten  principal  functions.  Terminology  describing  the 
public  functions  of  public  works  departments  varies  somewhat.  The  activi- 
ties of  the  department  in  San  Francisco  might  be  described  generally  under 
the  following  heads : 
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1 — The  care  and  construction  of  roads  and  pavements; 

2 — Care  and  construction  of  sewers ; 

3 — Care  and  construction  of  sidewalks; 

4 — The  cleaning  of  streets  and  alleys; 

5 — The  removal  of  garbage  and  refuse ; 

6 — The  disposal  of  garbage  and  refuse; 

7 — The  disposal  of  sewage ; 

8 — The  care  and  operation  of  public  buildings; 

9 — The  care  and  operation  of  public  markets,  etc. 


Each  one  of  these  principal  functions  must  be  subdivided.  For  example, 
the  care  and  construction  of  roads  and  pavements  might  be  shown  somewhat 
as  follows : 

1 — The  care  and  construction  of  pavements; 

(a)  Construction  of  asphalt  pavements; 

(b)  Maintenance  and  repair  of  asphalt  pavements; 

(1)  Resurfacing; 

(2)  Repairing; 

a — Railroad  Avenue  (from  19lh  to  20th  Sts.)  ; 
1 — Roadway ; 
2 — Street  railroad  area; 
3 — Permits. 

The  amount  of  detail  in  a  classification  of  functions  and  activities  should 
depend  upon  the  kind  of  information  which  it  is  necessary  to  have  in  order 
effectually  to  control  the  operations  of  the  department. 

In  sections  of  this  report  discussing  the  department  of  public  works 
budget  it  has  been  pointed  out  that  there  should  be  developed  a  classification 
by  "objects  of  expenditure,"  by  '"character  of  expense"  and  by  "functions." 
The  cost  and  expense  records  should  be  so  drawn  that  they  would  provide 
automatically  the  data  required  for  budget  purposes  and  other  planning  pur- 
poses according  to  classification  determined  upon  as  necessary  to  meet  these 
requirements. 

As  the  fundamental  basis  for  describing  the  work  of  a  department  of 
public  work  is  by  location,  logically  the  fundamental  basis  for  filing  should 
be  according  to  location.  Experience  has  proved  thai  a  location  file  in  a 
department  of  public  works  can  best  be  handled  on  a  street  block  basis. 
For  the  purposes  of  taxation  the  unit  is  one  lot  and  the  basis  for  description 
the  lot,  block,  section,  and  district.  In  a  public  works  department  the  unit 
best  adapted  for  filing  control  is  one  block  and  one  intersection. 

The  paving,  sewer,  street  cleaning,  sidewalk  and  substructure  proceedings 
of  the  department  can  all  be  grouped  on  the  basis  of  this  unit.  For  that 
reason  it  is  recommended  that  the  fundamental  basis  for  controlling  and 
making  available  the  information  to  be  provided  through  a  cost,  expense 
and  inspection  record  system,  be  a  location  file  drawn  on  the  basis  of  blocks 
and  intersections.  Through  standardization  of  field  records — cost  reports 
and  inspection  reports — these  records  upon  receipt  in  the  main  office  could 
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immediately  be  filed  according  to  location  in  the  proposed  block  and  inter- 
section file.  Each  principal  compartment  in  this  file  should  group  the  reports 
of  the  activities  on  one  block  and  one  intersection.  The  subcompartments 
should  segregate  the  reports  of  street  construction,  street  maintenance,  sewer 
construction,  sewer  maintenance,  sidewalk  construction,  sidewalk  mainte- 
nance, permits,  etc.,  as  the  requirements  of  the  department  might  demand. 

The  principal  advantage  of  the  filing  of  inspection  reports  according  to 
a  basic  unit  lies  in  the  fact  that  it  is  not  necessary  to  analyze  records  after 
receipt  in  the  main  office  in  order  to  provide  the  information  to  the  execu- 
tives in  such  form  that  it  is  available  for  use. 

The  second  principal  advantage  of  this  system  of  unit  filing  lies  in  the 
faet  that  it  is  not  necessary  to  maintain  a  complete  summarization  and  re- 
capitulation of  all  the  information  being  currently  reported  from  the  field. 
Such  information  must  be  available  for  ready  reference  for  it  is  impossible 
to  tell  what  information  will  be  required  at  any  time  during  the  year.  The 
files  must  be  kept  so  that  when  any  information  is  required  a  recapitulation 
can  be  made  up  without  delay.  During  slack  time  there  is  always  available 
a  number  of  inspectors,  rodmen,  transitmen,  foremen,  etc.,  for  use  in  the 
office.  These  men  should  then  be  assigned  to  recapitulating  and  summarizing 
into  a  block  and  intersection  record  all  of  the  cost  and  inspection  data  de- 
veloped during  the  year's  work. 

To  secure  such  a  basis  for  filing  control,  the  necessary  requirements  are : 
(1)  the  standardization  of  all  field  reports  to  a  proper  filing  size;  (2)  the 
differentiation  of  different  kinds  of  work  to  be  used  by  different  colors; 
(3)  the  regulation  of  field  reporting  methods  so  that  reports  concerning 
conditions  or  work  on  more  than  one  block  shall  not  be  reported  on  a  single 
form;  (4)  the  establishment  of  a  block  and  intersection  file;  (5)  the  draft- 
ing of  pro-forma  summary  reports. 

Cost  Records 

In  the  reports  on  the  bureau  of  street  repairs,  the  bureau  of  building 
repairs  and  the  bureau  of  street  cleaning,  cost  records  adapted  to  these 
various  activities  have  been  discussed.  In  none  of  the  cost  records  now  in 
existence  in  the  department  has  the  important  factor  of  preliminary  estimates 
of  cost  been  considered.  In  those  kinds  of  activities  where  it  is  impossible 
to  secure  an  accurate  unit  of  measure,  such  as  in  the  work  of  the  building 
repairs  department,  it  is  essential  that  a  preliminary  estimate  of  costs  be 
prepared.  Similar  estimates  are  desirable  in  all  kinds  of  cost  records  work, 
at  least  upon  occasional  intervals.  But  where  the  measure  of  the  economy 
of  the  work  must  be  determined  on  the  basis  of  the  cost  of  the  complete 
undertaking,  it  is  absolutely  necessary  to  have  some  basis  for  comparison. 

Loose  Leaf  Reports— Field  Reports 

The  standardization  of  field  reporting  forms  is  one  of  the  most  important 
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factors  in  the  development  of  the  cost  system.    In  the  first  place,  foreme: 
of  street  repair  gangs  and  of  street  cleaning  divisions  are  not  trained 
expert    accountants.      These    field    operating    officers    must    be    given    every 
assistance  possible  in  reporting  the  information  required. 

The  preparation  of  proper  field  reporting  forms,  the  standardization  of 
the  methods  of  reporting,  and  the  careful  preparation  of  a  manual  of  in 
structions  all  should  precede  the  attempted  introduction  of  any  completj 
cost  and  expense  system. 

The  preparation  of  cost  records  which  require  an  analysis  of  field  repofl 
records  when  the  field  forms  are  received  at  the  central  office  is  an  expensive 
undertaking.  It  not  only  costs  more  to  carry  on  the  work,  but  delays  the 
preparation  of  the  data  and  the  latter  is  the  more  important  consideration. 
Information  which  is  not  live,  active  and  current  is  of  questionable  value 
for  current  control  of  field  operations.  Thus,  it  is  recommended  that  the 
field  reporting  forms  be  so  drawn  that  the  mere  filing  in  the  main  office  and 
the  use  of  an  adding  machine  to  secure  a  total  will  automatically  provide  the 
information  in  the  desired  groupings. 

If  it  be  determined  that  one  of  the  expense  groupings  should  be  the  cost 
of  a  pavement  undertaking  in  one  block  of  a  ten-block  contract,  the  report 
of  the  foreman  should  never  show  materials  used,  or  labor  and  team  hours 
consumed  in  work  for  more  than  one  block.  Similarly,  if  it  be  dee 
desirable  to  know  the  cost  of  doing  a  particular  repair  job  in  a  particular 
school  building,  the  reports  of  the  building  repairs  foreman  should  not 
show  time  or  material  charges  for  more  than  one  job  on  a  particular  report 


Need  for  Comparative  Summaries 


What  is  needed  particularly  in  the  way  of  current  expense  summaries  are 
recapitulations  of  job  costs  which  will  provide  a  basis  for  comparing   the] 
effectiveness  of  the  various  gangs  at  work  in  the  field,  and  which  will  measui 
the  efficiency  of  employees  in  terms  of  money,  which  will  provide  a  basis  fori 
comparing  chronologically  the  cost  of  maintaining  different  classes  of  workj 
at  different  periods  throughout  the  year,  or  from  year  to  year,  etc. 

There   is  no   better   method   known    for   securing   increased   efficiency 
construction    or    repair    work    carried    on    by    departmental    labor    than 
assemble    current    expense    summaries    which    will    show    what    part    of    the 
organization  is  doing  the  best  work  at  the  lowest  price.     The  commissioner 
should  have  before  them  for  their  consideration  every  week  a  statement  of 
the  yardage  laid  by  the  various  asphalt  gangs  and  should  know  which  of  the 
foremen    is    securing    the    greatest    yardage    from    the    materials    allotted- 
and  why. 

Obviously,  these  records  should  be  prepared  for  sidewalks,  sewer  clean-| 
ing,  sewer  repair  and  building  repair  operations,  and  the  reports  should 
made  available  for  public  scrutinj7  and  review. 

Comparisons  of  this  sort  are  invaluable  in  controlling  the  assignment 
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employees.  Without  such  information,  it  is  impossible  either  to  gage  the 
efficiency  of  the  employee  or  to  regulate  the  field  work  in  such  manner  that 
employees  who  show  particular  adaptability  for  a  certain  kind  of  work  will 
be  assigned  to  thai  particular  work  rather  than  to  the  work  where  their 
ranking  may  be  at  the  bottom  of  the  list. 

Inspection  Reports 

The  inspection  reports  which  are  now  available  are  meager  and  for  the 
most  part  confined  to  two  principal  fields — permit  inspections  and  construction 
inspections. 

During  the  course  of  the  survey,  the  bureau  of  engineering  introduced 
into  the  inspection  procedure  on  contracts  for  pavement  and  sewer  con- 
struct ion  a  daily  report.  This  is  a  step  in  the  right  direction.  In  developing 
a  cost  and  expense  record  system,  careful  consideration  should  be  given  to 
correlating  inspectors'  reports  with  the  cost  and  expense  records.  Particularly 
is  it  desirable  to  have  a  comprehensive  system  of  inspections  for  reporting 
work  necessary  to  be  done.  In  this  very  important  factor  the  present  in- 
spection procedure  of  the  department  is  entirely  lacking.  The  commis- 
sioners and  the  head  of  the  bureau  of  street  repairs  should  know  the  work- 
ing problems  of  the  highway  repair  force  in  terms  of  yardage  of  defective 
pavement.  Similarly,  the  superintendent  of  the  bureau  of  sewer  cleaning 
and  repair  should  have  available  a  statement  of  the  conditions  of  the  sewer 
inlets  and  catchbasins.  Effective  and  economical  routing  of  field  forces  depend^ 
largely  upon  a  preliminary  knowledge  of  existing  conditions.  Without  a  clear 
statement  of  work  necessary  to  be  done,  work  assignments  of  field  gang  units 
invariably  are  made  largely  by  guess  work  or  after  special  inspections  of 
isolated  cases. 

Accounting1  Installation . 

The  board  of  supervisors  has  authorized  the  undertaking  of  an  accounting 
survey  and  installation.  This  work,  if  effectively  handled,  will  be  of  inestim- 
able value  to  the  department  of  public  works.  Before  undertaking  any 
accounting  installation  in  the  department  of  public  works,  it  is  recommended 
that  those  in  charge  of  the  accounting  installation  familiarize  themselves 
thoroughly  with  the  needs  of  the  executive  officers,  in  order  that  the  cost 
and  expense  records  to  be  installed  will  be  predicated  upon  the  require- 
ments of  the  work  rather  than  upon  a  knowledge  of  pure  accounting  tech- 
nique. It  is  further  recommended  that  a  subcommittee  of  the  executive 
officers  of  the  department  of  public  works  be  organized  to  work  in  con- 
junction with  those  in  charge  of  the  accounting  survey  and  installation. 
It  would  be  indeed  wasteful  not  to  capitalize  the  abilities  and  the  experience 
of  the  executive  officers  of  the  department  of  public  works  in  the  develop- 
ment of  any  cost  and  expense  accounting  record  system  for  their  use. 
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Bureau  of  Architecture 


The  organization  of  the  bureau  of  archtecture,  as  of  August,  1916,  con- 
sisted of  one  clerk,  one  stenographer,  one  estimator  and  two  draftsmen  in 
the  general  office ;  one  general  inspector,  nine  building  inspectors  and  two 
brick  inspectors  in  the  field.  In  addition,  there  is  included  a  consulting 
architect  (John  Reid,  Jr.),  who  serves  without  pay.  The  work  of  the  bureau 
of  architecture  falls  in  two  principal  parts:  (1)  the  planning  and  designing 
of  public  buildings;  (2)  the  supervision  of  public  building  construction  con- 
tracts while  under  way. 

In  the  last  two  years  the  work  of  the  bureau  of  architecture  in  the  design 
of  public  buildings  has  been  almost  entirely  eliminated.  What  designing  and 
planning  work  has  been  done  by  this  division  has  been  confined  almost  en- 
tirely to  small  undertakings,  practically  all  of  which  were  less  than  $10,000.! 
The  inspection  work,  however,  has  not  materially  decreased,  as  the  contracts 
are  inspected  no  matter  whether  the  design  was  made  by  the  bureau  oi 
architecture  or  by  a  private  architect. 

The  Designing  of  Public  Buildings  by  Private 
Architects  Discussed 

The  question  of  the  advisability  or  non-advisability  of  a  department  oi 
architecture  for  planning  and  designing  public  buildings  has  been  raised 
often  in  different  cities  and  states  throughout  the  country.  There  are  twe 
principal  points,  both  of  which  need  serious  consideration  in  organizing  and 
in  laying  out  the  administrative  procedure  of  an  official  architectural: 
division:  (1)  the  fact  that  a  bureau  of  architecture  is  a  staff  agency  whose! 
activities  depend  upon  the  decision  of  other  administrative  bodies;  (2)  tht 
fact  that  excellent  architectural  service  can  be  secured  from  privatq 
architects. 

The  two  factors  which  should  determine  the  course  of  reasoning  are  the 
cost  and  quality  of  the  architectural  service.  The  cost  of  doing  work  b}| 
private  architects  in  San  Francisco  amounts  to  6  per  cent  of  the  total  value 
of  work  done,  plus  an  amount  equal  to  from  y2  per  cent  to  IV2  per  cent  foi 
inspection.  The  question  resolves  itself  on  the  cost  side,  into  a  consideration 
of  the  specific  point  of  whether  or  not  the  bureau  of  architecture  coukj 
design  and  inspect  the  construction  of  buildings  at  a  cost  less  than  fronl 
61/?.  per  cent  to  8  per  cent. 

Certain  Classes  of  Buildings  Adapted  to  Design  by  a 
Continuing  Organization 

In  certain  classes  of  buildings,  such  as  school  houses,  fire  houses,  polic<| 
houses,  etc.,  where  the  design  is  a  continuing  plan  and  where  the  archi! 
tectural  work  consists  merely  in  adapting  a  more  or  less  standard  plan  to  1 
different  lot  size,  there  is  little  doubt  but  that  the   bureau  of  architecture 
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could  handle  this  work  more  cheaply  than  private  architects— probably  for 
half  the  expense.  In  very  large  undertakings,  such  as  the  building  units 
making  up  the  Civic  Center  group,  it  would  be  doubtful  whether  the  bureau 
of  architecture  could  handle  the  work  at  a  cost  less  than  it  could  be  handled 
by  private  architects  and  it  is  extremely  doubtful  whether  the  work  would 
ibe  as  effectively  handled  by  an  official  bureau  of  architecture  as  it  would 
by  private  architects. 

Granted  that  such  reasoning  is  sound,  the  conclusion  obviously  would  be 
that  where  the  architectural  work  consisted  in  the  re-adaptation  of  a  more 
or  less  standard  plan  to  a  new  location,  the  kind  of  work  which  would  be 
Encountered  in  the  design  of  ordinary  school  houses,  fire  houses,  police 
stations,  etc.,  be  done  by  a  bureau  of  architecture,  and  that  the  practice  of 
assigning  these  const  ruction  jobs  to  private  architects  be  abandoned.  How- 
ever, one  other  point  needs  consideration  and  that  is  the  organization  of  the 
personnel  of  the  bureau  of  architecture. 

Care  in  Administration  Needed 

A  bureau  of  architecture  is  a  staff  agency.  Whether  or  not  it  has  any 
work  to  do  depends  upon  the  administrative  decision  of  other  administrative 
officers.  If  the  school  board  decides  not  to  construct  any  school  buildings, 
the  work  of  an  official  bureau  of  architecture  would  be  decreased.  If  the 
fire  board  decided  to  construct  a  great  number  of  fire  houses,  the  work 
would  be  increased. 

It  is  not  possible  for  any  administrative  officer  at  the  head  of  a  staff 
service  agency  like  the  bureau  of  architecture,  to  estimate  in  advance  the 
work  requirements  of  his  department.  Consequently,  if  the  personnel  of  a 
bureau  of  architecture  is  handled  on  "salaries  regular  employees  basis,"  one 
of  two  results  occur — either  the  architectural  work  is  slighted  during  a  peak 
load  period  on  account  of  lack  of  force ;  or  during  slack  work  season  a  large 
force  is  carried  on  the  rolls  at  a  complete  loss  in  order  to  be  ready  to  take 
ap  work  whenever  a  demand  may  be  made  upon  the  organization. 

A  bureau  of  architecture  should  be  organized  as  an  elastic  unit.  There 
mould  be  a  very  small  permanent  force  as  a  nucleus  around  which  a 
temporary  force  could  be  built  up  when  the  requirements  of  the  work  made 
necessary  an  increase  in  the  output  of  the  department.  Thus,  it  is  not 
practicable  to  handle  the  personnel  costs  of  a  bureau  of  architecture  on  a 
straight  budgetary  service  appropriation  basis  without  either  wasting  money 
3r  impairing  the  effectiveness  of  the  work. 

A.  Special  Authorisation  for  Architectural  Service 

What  could  be  done  would  be  to  have  included  in  the  authorization  of 
avery  public  building  special  authorization  for  architectural  and  inspectional 
service  on  a  percentage  basis.  It  is  thought  that  on  work  such  as  fire  build- 
ugs  and   school   buildings,   this   percentage,   inclusive   of  inspection,    should 
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not  exceed  4  per  cent.  The  bureau  of  architecture,  after  such  an  authoriza- 1 
tion,  should  then  be  required  to  design  and  supervise  the  building  within  thei 
amount  of  the  percentage  allotment  made.  Unless  provision  for  elasticity  of; 
this  sort  is  made  it  is  extremely  doubtful  whether  the  use  of  a  bureau  of  i 
architecture  for  the  design  and  supervision  of  public  buildings,  even  of  the 
fire  house  and  school  building  type,  would  be  productive  either  of  better] 
work  or  more  economy. 

This  has  been  the  experience  in  other  places  and  was  the  experience  here 
in  San  Francisco  in  the  earlier  part  of  the  existence  of  the  bureau  of! 
architecture. 

Recommended  That  Part  of  the  Work  Be  Handled  by 
Bureau  of  Architecture 

It  is  recommended,  therefore,  that  if  the  personnel  costs  of  the  bureau  of | 
architecture  be  appropriated  by  an  allotment  of  a  per  cent  of  the  total  cost 
of  the  building  operation  proposed,  the  bureau  of  architecture  be  used  en-! 
tirely  for  the  design  and  supervision  of  construction  of  buildings,  such  as 
fire  houses,  school  buildings,  police  stations  and  the  like.  It  is  interesting  to 
note,  in  this  connection,  that  the  bureau  of  architecture  provides  plans  and: 
specifications  for  use  by  private  architects  who  are  employed  to  design  and 
supervise  the  construction  of  this  class  of  public  buildings.  In  the  last  school 
building  constructed,  which  was  delegated  to  the  bureau  of  architecture,  the; 
costs  for  designing  and  drafting  amounted  to  \x/o  per  cent  to  2  per  cent; 
respectively,  as  compared  to  the  6  per  cent  now  paid  to  private  architects. 

Cost  of  Preparing  Plans 

During  the  examination  of  the  files  of  the  bureau  of  architecture  it 
became  evident  that  there  was  a  possibility  for  a  saving  in  the  cost  of  archi- 
tectural service  through  more  effective  use  of  the  force  of  the  bureau  of 
architecture.  At  the  request  of  the  examiner,  the  chief  of  the  bureau  of 
architecture  prepared  a  statement  of  the  cost  of  plans  in  preparation  during 
the  period  when  the  bureau  of  architecture  was  engaged  in  the  design  of 
public  buildings.  Notwithstanding  the  fact  that  during  this  period  the 
bureau  of  architecture  was  admittedly  overmanned,  the  cost  figures  are 
considerably  lower  than  the  6  per  cent  now  charged  by  private  architects. 

The  following  quotation  from  a  special  report  of  the  bureau  of  archi- 
tecture shows  conclusively  the  possibility  of  effecting  a  substantial  saving 
in  this  work : 

"Regarding  the  cost  of  preparing  plans,  a  statement  showing  oper- 
ating expenses  of  the  bureau  up  to  1910  gives  the  cost  of  plans  at 
.0307%.  This  figure  was  based  on  contracts  awarded  amounting  to 
$2,505,500.00  for  the  construction  work  for  twenty  buildings. 

Since  the  appointment  of  the  Consulting  Architects,  it  has  been  the 
policy  of  the  Board  of  Public  Works  to  appoint  private  architects;  how- 
ever, plans  for  a  number  of  buildings  have  been  prepared  in  this  bureau, 
the  following  being  a  partial  list: 
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Contract 
Price 

Starr  King  School $60,475 

Glen  Park  School 82,424 

Columbus  School    72,354 

Patrick   Henry   School 58,900 

Edison  School  42,677 

Washington  Irving  School 74,355 

Harbor  Police  Station 33,480 


Cost  of 

Plans 

$1,672 

.0276 

1,190 

.0144 

1,321 

.0182 

1,634 

.0277 

691 

.0161 

2,152 

.0289 

1,306 

.0390 

Lverage  cost- 

-2.46% 
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Assuming  that   this  work   can   be  completed  for  4  per  cent,  there  would  be 
a  saving  in  work  now  under  way  amounting  to  approximately  $5,000.00. 

Decentralization  of  Public  Building  Operation  Criticised 

From  the  organization  charts  appended  to  the  report  it  will  be  noted 
that  the  building  problem  of  the  department  is  divided  among  three  principal 
divisions:  the  bureau  of  building  inspection;  the  bureau  of  building  repair, 
.and  the  bureau  of  architecture.  There  is  no  doubt  but  that  the  work  of 
building  inspection  can  best  be  handled  through  an  organization  separate 
ami  distinct  from  the  other  building  work.  On  the  other  hand,  the  close 
uniting  of  the  bureau  of  architecture  and  the  bureau  of  building  repair 
would  be  productive  of  mutually  good  results. 

It  is  recommended,  therefore,  that  the  bureau  of  building  repair  and  the 
bureau  of  architecture  be  consolidated  under  one  head.  There  are  many 
excellent  reasons  why  such  an  organization  should  be  put  into  effect,  the 
most  important  of  which  is  that  the  blending  of  the  technical  architectural 
organization  with  a  skilled  labor  organization  of  a  building  repair  depart- 
ment is  mutually  beneficial.  Without  the  close  co-ordination  of  these  two 
activities,  it  too  often  happens  that  the  work  of  the  building  repair  division 
lacks  the  technical  direction  which  is  fundamental  to  securing  elements  of 
effectiveness  and  economy  in  carrying  on  the  work.  There  are  many  in- 
stances where  the  work  of  the  building  repair  department  could  have  been 
improved,  through  more  attention  having  been  given  to  preliminary  planning, 
of  the  kind  which  could  be  provided  by  the  structural  draftsmen  and  archi- 
tects of  the  bureau  of  architecture. 

The  working  relation  between  the  bureau  of  architecture  and  the  bureau 
of  building  repair  is  almost  identical  with  the  working  relation  between  the 
bureau  of  engineering  and  the  bureau  of  street  repair.  The  former  are,  in 
each  case,  the  technical,  theoretical,  scientific  organizations;  the  latter  are,  in 
each  ease,  the  practical,  operating  organizations.  A  close  interlocking  of 
these  two  different  types  of  bureau  organizations  is  essential  if  best  results 
are  to  be  obtained.  For  example,  if  the  bureau  of  architecture  designs  a 
ventilating  plant  for  a  school  building  and  turns  over  that  plant  to  the 
bureau  of  building  repair  for  operation  and  maintenance,  in  the  transfer  of 
the  jurisdiction  the  bureau  of  architecture  loses  all  responsibility  for  success 
or  failure.  At  the  same  time  an  opportunity  is  provided  for  the  shifting  of 
responsibility  by  the  bureau  of  building  repair.  As  soon  as  occasion  arises 
whereby  it  is  necessary  to  locate  responsibility  for  failure,  an  attempt  is 
made  to  shift  responsibility  back  to  the  bureau  of  architecture. 

The  relation  between  the  bureau  of  architecture  and  the  bureau  of  build- 
ing repair  bears  close  analogy  to  an  existing  relation  between  the  bureau  of 
engineering  and  the  bureau  of  street  repair.  The  bureau  of  engineering 
designed  the  asphalt  plant  and  turned  over  the  plant  to  the  bureau  of  street 
repair  to  operate.  The  officials  of  the  bureau  of  street  repair  say  that  the 
plant  was  so  poorly  designed  that  it  is  impossible  to  operate  it  effectually. 
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The  officials  of  the  bureau  of  engineering  say  that  the  plant  is  so  poorly! 
operated  that  the  design  does  not  have  a  fair  chance  to  be  tested  out.  The 
asphalt  plant  has  not  been  a  success,  but  who  is  going  to  be  held  responsible? 


Same  Recommendations  for  Pavement  Supervision 


It  will  be  noted  in  the  chart  of  proposed  organization,   appended  to  this| 
report,    that    the    same    general    recommendation    for    consolidation    has    bee 
made  regarding  the  close  association  of  engineering  pavement  supervision 
practical  maintenance  and  operation,  as  is  now  proposed  for  the  bureau 
architecture   and  the   bureau   of   building   repair.     In   the    former   case   it    is 
recommended  that  there  be  established  a  bureau  of  highways.     In  the  latter! 
case  it  is  recommended  that  there  be  established  a  bureau  of  public  building 
and  offices. 

Frequent  Changes  in  the  Administrative  Personnel 

During  the  past  seven  years  there  have  been  eleven  changes  in  the  ad-| 
ministrative   personnel   of   the   bureau   of   architecture.      Obviously,    a   well- 
developed  administrative  program,  effective  organization  and  sound  busines 
procedure,  cannot  be  developed  with  such  a  kaleidoscopic  change  in  the  heac 
of  the  bureau. 


LIST  OF   CHIEFS   OF   THE   BUREAU   OF   ARCHITECTURE 
Architect  Appointed  Retired 

N.   J.   Tharp October  23,  1907  May  12,  1909   (died) 

L.  P.  Rixford May  26,  1909  December  10,  1909 

Emil  de  Neuf December  10,  1909  February  16,  1910 

N.   W.   Mobr February  16,  1910  April  18,  1910 

J.  L.  Fisher   (Act.  Arch.) April  20,  1910  September  28,  1910  (died)j 

G.  Colmesnil  (Act.  Arch.) October  5,  1910  November  30,  1910 

A.    I.    Coffey November  30,  1910  April  8,  1912 

John   Reid,  Jr.    (Consult.   Arch.)  ..  April  1,  1912  June  30,  1915 

Jno.  Galen  Howard  (Consult.  Arch.)  April  1,  1912  June  30,  1915 

Fredk.  H.  Meyer  (Consult.  Arch.).  April  1,  1912  June  30,  1915 

John  Reid,  Jr.  (Consult.  Arch) December  31,  1915 

A.  L.  Worswick  has  had  active  charge  of  the  bureau  since  July  1,  1914. 

Employment  of  Brick  Inspectors  Criticised 

Four  years  ago,  at  the  request  of  the  bricklayers'  union,  the  board  of, 
supervisors  passed  a  resolution  requiring  the  department  of  architecture 
employ  a  brick  inspector  to  inspect  any  brick  work  being  done  on  a  public! 
building.  At  various  times  there  have  been  as  many  as  four  brick  inspectors; 
employed  on  this  work.  These  men  received  ^7.00  per  day.  At  the  time  of | 
the  survey  two  were  employed.  This  cost  of  inspection  of  the  bricklaying 
in  a  number  of  cases,  was  almost  as  much  as  the  cost  of  laying  the  brick. 

It  should  be  remembered  that  these  brick  inspectors  are  employed  in 
addition  to  the  regular  building  inspectors.  There  is  no  need  whatsoever  for 
the  employment  of  special  brick  inspectors  on  any  grounds.  The  only  result 
of  the  employment  of  these  brick  inspectors  has  been  to  provide  several  sof 
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jobs.  In  one  ens,'  this  brick  inspection  work  had  been  carried  to  such  a 
degree  that  the  inspectors  insisted  that  they  be  assigned  to  inspect  the 
washing  down  of  brick  walls  after  the  building  had  been  constructed.  In 
September,  1915,  the  plasterers"  union  requested  the  assignment  of  special 
inspect ors— members  in  good  standing  of  their  union— to  inspect  all  plaster- 
ing work  being  done  on  public  buildings. 

This  communication  was  addressed  to  the  department  of  public  works,  but 
the   request    was   not    granted. 

Contract  Ledger  and  Demand  Register 

The  accounting  of  the  board  of  public  works  is  supposed  to  be  centralized 
in  the  accounting  and  recording  division,  but  the  survey  of  the  department 
developed  the  fact  that  accounts  were  being  maintained  in  practically  every 
operating  division  of  the  department.  The  bureau  of  architecture  maintains 
.a  contract  ledger  and  a  demand  register,  both  of  which,  if  the  accounts  of 
;the  central  accounting  office  were  functioned  properly,  could  be  dispensed 
with    entirely. 

As  was  pointed  out  in  the  section  of  this  report  dealing  with  the  account- 
ing division,  there  was  no  contract  ledger  in  operation  and  the  form  of 
appropriation  accounts  was  not  adapted  to  securing  the  kind  of  contract 
information  needed  by  the  various  operating  divisions. 

Lack  of  Time  Sheets  Criticised 

The  employees  of  the  bureau  of  architecture,  like  the  employees  of  the 
bureau  of  engineering,  are,  during  the  course  of  the  year,  assigned  to  many 
different  undertakings  where  the  payroll  charges  are  to  be  distributed  to 
various  appropriations.  Such  a  situation  demands  the  use  of  a  method  of 
time  reporting  which  will  reflect  currently  and  accurately  the  amount  of  time 
spent  on  different  construction  jobs,  etc.,  where  the  expenses  are  chargeable 
to  different   appropriations. 

At  the  present  time  no  system  of  daily  time  distribution  is  used  in  the 
bureau  of  architecture.  The  inspectors  are  assigned  to  various  undertakings 
and  the  time  charges  made  on  a  basis  of  a  day  as  a  unit. 

BUREAU  OF  BUILDING  REPAIR 

This  division  of  the  department  of  public  wTorks  has  charge  of  the  opera- 
tion, maintenance  and  repair  of  public  buildings.  This  includes  school 
houses,  fire  houses,  police  stations,  City  Hall,  Hall  of  Justice,  county  jails, 
city  hospitals  and  the  Relief  Home. 

The  work  of  this  department  is  under  the  supervision  of  the  superintend- 
ent of  building  repairs.  In  addition,  the  board  of  education  employs  a 
superintendent  for  the  general  supervision  of  the  work  done  for  them  by 
the  bureau  of  building  repair. 
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Organization 

The  organization  of  the  bureau  of  building  repairs  may  be  divided  into 
two  principal  divisions:    (1)   operation;  (2)  construction  and  repair. 
The  following  tabulation  summarizes  the  personal  service : 
Operation. 

Engineering  service — 
2  chief  engineers; 
5  assistant  engineers; 
4  firemen. 
Elevator  service — 

1  elevator  starter; 
17  elevator  operators. 
Janitor  service — 

1  head  janitor; 

2  assistant  janitors; 
54  janitors. 

Watchmen  service — 

4  watchmen. 
Construction  and  repair — 

1  foreman  carpenter; 
14  carpenters; 

4  apprentice  carpenters ; 

1  foreman  plumber ; 
8  plumbers; 

2  steamfitters; 

1  foreman  painter; 

2  working  foremen  painters ; 
16  painters ; 

2  apprentice  painters; 
1  foreman  tinner; 

5  tinners; 
5  tinner's  helpers; 
1  wireman; 

1  foreman   cement   worker ; 

3  cement  finishers; 
5  cement  finisher's  helpers; 

2  glaziers; 

1  locksmith; 

2  laborers; 
2  teams. 

Organization  and  Jurisdiction  Criticised 

In  the  section  of  this  report  dealing  with  the  bureau  of  architecture  the 
point  has  already  been  made  that  more  effective  and  economical  administra! 
tion  of  the  care  and  maintenance  of  public  buildings  could  be  made  possible) 
through  a  co-ordination  and  consolidation  of  the  departments  of  building 
repair  and  architecture. 

In  the  organization  chart  attached  to  this  report  this  proposed  organiza 
tion   has   been    given   the    title    of   the    "Bureau    of   Public    Buildings    andj 
Offices."     The  departmental  organization  is  predicated  upon  a  thorough  co- 
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ordination  of  all  of  the  activities  of  the  department  and  to  that  end  the 
services  of  the  mechanical,  electrical  and  civil  engineers  of  the  general 
engineering  force  of  the  department  should  be  made  available  for  use  by 
this  bureau. 

Decentralziation  of  Public  Building  Operation  Criticised 

Notwithstanding  the  fact  that  under  the  proposed  organization  the  de- 
partment of  building  repair  is  assumed  to  have  jurisdiction  over  the  opera- 
tion of  all  public  buildings  other  than  schools,  the  municipal  auditorium  has 
been  excepted  from  the  jurisdiction  of  this  department.  There  is  no  reason 
for  such  decentralization  of  authority.  The  problem  of  the  operation  of  the 
municipal  auditorium  could  and  should  be  handled  by  the  same  organization 
responsible  for  the  control  of  the  operation  of  other  public  buildings.  The 
present  decentralization  has  merely  resulted  in  an  increase  in  the  executive 
payroll  of  the  city. 

Under  the  present  practice  the  superintendent  of  the  municipal  auditorium 
lis  appointed  directly  by  the  board  of  supervisors. 

It  is  recommended  that  the  position  of  superintendent  of  the  municipal 
uuiitorium  be  abolished  and  that  the  operation  of  this  building  be  under- 
aken  by  the  general  public  building  operating  organization. 

Tanitorial  Services 

According  to  the  present  layout,  fifty-four  janitors,  two  assistant  head 
anitors  and  one  head  janitor  constitute  the  janitorial  forces  of  the  depart- 
nent  of  building  repair.     These  are  distributed  as  follows:   general  super- 

.  ision — head  janitor ;  City  Hall  and  Municipal  Auditorium — 41 ;  Hall  of  Jus- 
ice  and  surrounding  buildings — 8;  police  stations — 5.     The  public  buildings 

i  »f  the  city  of  San  Francisco  are  apparently  kept  in  a  cleanly,  sanitary  con- 
lition.  All  of  the  buildings  inspected  at  the  time  of  the  survey  were  as 
lean  as  could  be  desired. 

*roblems  of  Maintenance  and  Repair 

One  of  the  most  difficult  administrative  problems  in  the  department  of 
'Ublic  works  is  that  of  the  maintenance  and  repair  of  public  buildings.  Like 
ewer  cleaning  and  street  cleaning,  the  limitation  in  the  amount  of  work 
o  be  done  has  to  be  determined  on  an  arbitrary  basis.  If  all  of  the  requests 
eceived  from  various  departments  during  the  year  were  satisfied  by  the 
epair  forces  of  the  department  of  building  repair,  the  amount  of  money 
ppropriated  would  have  to  be  considerably  increased.  The  problem  of  the 
uperintendent  or  supervisory  officer  in  charge  of  these  forces  is  to  dis- 
pute his  working  squads  effectively  and  economically  so  that  the  repairs 
lost  needed  may  be  made. 

This  situation  is  somewhat  complicated  by  the  fact  that  the  right  to 
litiate  work  does  not  rest  solely  with  the  superintendent  in  charge  of  this 


566  San  Francisco 

department.  No  work  on  school  buildings  is  done  except  upon  the  receipt 
of  a  formal  request  (requisition)  from  one  of  the  school  board  officials, 
properly  countersigned  and  certified  by  a  member  of  the  building  committee 
of  the  school  board.  For  this  reason,  it  is  of  exceptional  importance  that 
the  system  of  records  and  reports  be  so  devised  that  economical  and  effective 
routing  of  work  squads  can  be  secured,  and  so  that,  upon  the  conclusion  of 
any  work,  the  cost  of  the  complete  job  will  be  available  in  such  form  that 
comparisons  with  the  cost  estimates  of  doing  such  work  by  private  contract 
will  be  facilitated. 

Need  of  Preliminary  Estimates 

The  development  of  a  proper  job  cost  system  of  records  for  a  depart- 
ment of  building  repair  involves  one  complication  not  found  in  the  develop- j 
ment  of  cost  records  for  the  other  operating  divisions  of  the  department  of 
public  works.  There  is  no  well  defined  unit  of  measure.  Building  repair  I 
costs  cannot  be  measured  in  terms  of  square  yards  of  pavement  laid,  gallons; 
of  water  pumped,  number  of  catchbasins  cleaned  or  miles  of  streets  swept.  In 
only  a  few  instances  is  it  possible  to  obtain  any  unit  cost  (such  as  cost  per) 
square  foot  of  painting)  and  consequently  it  is  necessary  to  develop  a 
scheme  of  cost  comparisons  along  entirely  different  lines.  There  are  no, 
cost  records  whatsoever  now  maintained  by  the  accounting  and  recording 
division  for  the  work  of  the  department  of  building  repair  which  are  worthy 
of  the  name  "Job  Cost  Records."  from  which  statements  of  job  costs  arej 
currently  available. 

No  job  costs  whatsoever  were  available  in  the  records  of  this  depart  men! 
when  the  examination  was  made.  Subsequently,  in  order  to  have  a  basis  for 
comparing  the  cost  of  a  certain  part  of  the  work  (the  cost  of  portable  schoo 
houses)  with  the  cost  of  doing  the  same  work  by  private  labor,  an  analysis 
was  made  of  the  records  and  daily  reports  and  figures  of  the  cost  secured  on 
a  basis  of  direct  charges. 

What  is  needed  is  the  development  of  a  system  of  preliminary  estimate.1, 
whereby,  when  any  work  is  ordered  to  be  done,  there  will  be  a  preliminary 
estimate  of  cost  as  a  governing  factor  for  controlling  the  maximum  amoun 
of  time  and  money  which  must  be  expended  on  that  particular  job. 

It  is  only  by  comparing  what  it  costs  to  do  the  work  by  departmental 
labor  with  what  it  is  estimated  that  the  work  should  cost  and  what  it  wil 
cost  to  do  the  work  by  private  contract,  that  the  efficiency  of  the  variou 
repair  gangs  can  be  known  and  the  economy  of  the  methods  of  doing  th 
work  determined. 

Method  of  Handling  Work  Criticised 

Under  the  present  practice  all  building  repair  work  under  the  supervisioi 
of  the  department  of  building  repairs  is  carried  on  by  force  account — d< 
partmental    labor.     No   building    repair   work    whatsoever   is   carried   on   b; 
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.contract  or  open-markel   order.     This  is  a  serious  criticism  of  the  scheme  of 
administration. 

Economy  in  the  administration  of  building  repair  work  can  never  be 
fcecured  until  information  is  available  currently  upon  which  it  can  be  decided 
■which  is  the  more  economical  method:  city  labor  or  contract.  The  scheme  of 
■administration  should  be  so  elastic  that  repair  work  by  contract  and  open- 
imarket  order  should  alternate  with  repair  work  by  city  labor  and  the 
.(amount  of  work  which  should  be  done  by  contract  or  open-market  order  and 
•  the   amount    of   work    which    should   be    done   by    city   labor   should    depend 

wholly  upon  the  question   of  cost,  granted  that  the  efficiency  of  the  work 

done  is  the  same. 

Competition  an  Important  Factor  in  Securing  Economy 

One  of  the  principal  advantages  of  the  scheme  of  administration,  whereby 
orders  to  do  work  are  variously  given  to  city  gangs  and  to  private  con- 
tractors, comes  from  the  fact  that  a  spirit  of  competition  is  engendered. 

There  is  no  surer  way  of  getting  full  measure  of  service  from  municipal 
.  repair  gangs  than  to  let  it  be  known  that  the  cost  of  doing  the  work  by  city 
abor  repair  squads  will  be  set  over  and  against  the  cost  of  doing  similar 
ATork  by  contract  or  open-market  order.  If  the  employees  of  the  building 
-epair  department  know  that  their  jobs  depend  upon  being  able  to  do  work 
it  a  cost  lower  than  similar  work  can  be  done  by  contract  or  open-market  order 
-,o  private  contractors,  there  will  be  little  need  for  any  other  procedure  to  be 
'Stablished  in  order  to  secure  efficiency  and  economy  in  the  handling  of  the 
vork. 

The  continuation  of  a  place  on  the  payroll  of  the  department  will  then 
pecome  a  bonus  for  good  work  at  a  low  cost. 


3osts  of  Portable  School  Houses 

Through  an  analysis  of  the  daily  time  reports  and  the  expenditure  accounts 
or  various  buildings,  it  was  possible  to  obtain  from  the  records  of  the  account 
livision  of  the  corporation  yards  job  costs  on  a  few  of  the  larger  undertakings 
»f  the  bureau  of  building  repairs.  At  the  request  of  the  examiner,  the  cost 
lerks  prepared  a  statement  of  the  cost  of  construction  of  various  portable 
chool  houses  erected  for  the  board  of  education  by  the  bureau  of  building 
epairs.  These  buildings  are  the  small  frame  school  buildings  erected  to  pro- 
ide  temporary  quarters  for  one  class. 

In  arriving  at  the  final  cost,  an  overhead  charge  of  10  per  cent  has  been 
.dded  to  the  labor  item  as  the  minimum  amount  which  should  be  charged  for 
acations,  holidays  and  waiting  time.  A  true  overhead  factor  would  be  con- 
iderably  in  excess  of  this  figure.     The  costs  are  as  follows : 
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High  School  of  Commerce — 2 —            $  1,629.38 

Jean  Parker  School — 2 —  1,772.01 

Spring  Valley  School — 2 —  1,764.45 

Noe  Valley  School — 1—  832.31 

Grattan  School   — 1 —  873.88 

Garfield    School    — 2—  1,620.36 

Rochambeau   School    — 2 —  1,808.02 

McKinley  School   —2—  1,612.56 

Total   $11,912.97 

Average  cost  $850.00. 

It  is  claimed  that  these  buildings  could  have  been  constructed  at  a  lower 
cost  by  contract.  In  fact,  the  board  of  education  requested  the  department  of 
public  works  to  enter  into  contract  for  twenty  additional  portable  school  houses 
to  be  erected  during  the  present  fiscal  year. 

The  question  of  the  new  portable  school  houses  was  continued  without  final 
decision  for  over  a  month,  and,  when  the  field  work  of  this  survey  was  brought 
to  a  close,  no  final  decision  had  been  reached. 

It  was  recommended  to  the  board  of  public  works  that  specifications  for  J 
the  construction  of  ten  cf  these  school  houses  be  advertised  and  bids  invited, 
and  that  estimates  in  detail  for  the  construction  of  the  remaining  ten  by  the 
departmental  gangs  in  the  bureau  of  building  repairs  be  received  at  the  same- 
time,  in  order  that  an  accurate  basis  might  be  had  for  measuring  the  efficiency 
and  economy  of  the  two  methods.  The  board  of  public  works  apparently  had 
concluded  to  accept  this  recommendation,  but,  at  the  close  of  the  survey,  no 
formal  action  had  as  yet  been  taken. 

If  the  departmental  labor  gangs  cannot  compete  with  private  contractors 
on  such  work  as  the  construction  of  portable  school  houses  of  simple  design,) 
there  is  very  little  doubt  but  that  they  cannot  compete  with  private  con-l 
tractors  on  a  great  portion  of  the  other  work  now  carried  on  by  the  de-j 
partment. 

The  fact  that  the  wages  paid  are  higher  and  the  vacation  allowances  ami 
holidays  add  approximately  22  per  cent  overhead  to  the  cost  of  the  depart- 
mental labor  work  makes  it  somewhat  doubtful  whether  the  forces  of  the1 
building  repair  department  can  compete  with  private  contractors  on  any! 
work  other  than  incidental  repairs. 

Elevator  Operation 

As  a  part  of  the  general  operation  of  public  buildings,  the  building  repair 
department  also  has  jurisdiction  over  the  elevator  operators  in  the  City 
Hall,  Municipal  Auditorium  and  the  Hall  of  Justice  buildings.  At  the  time1 
the  survey  w^as  made  there  were  on  the  payroll  one  elevator  starter  and 
seventeen  elevator  operators.  The  salaries  paid  to  these  men — $90.00  per 
month,  or  $1,080  per  year — are  somewhat  higher  than  salaries  paid  to  ele- 
vator operators  about  the  city,  but  are,  at  the  same  time,  in  conformance 
with  the  minimum  wage  of  $3.00  per  day  as  provided  in  the  charter. 
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Uniforming  of  Operators 

At  the  present  time  none  of  the  elevator  operators  in  the  City  Hall  or 
Hall  of  Justice  group  of  buildings  are  uniformed.  The  carelessness  in  the 
appearance  and  actions  of  the  elevator  operators  at  the  City  Hall  is  inex- 
cusable. Visitors  who  make  special  trips  to  the  City  Hall  in  order  to  see 
its  beauties  and  the  wonders  of  its  architecture  often  remark  about  the  bad 
impression  which  the  elevator  service  leaves  with  them. 

The  uniform  will  not  cure  all  of  the  weaknesses  in  the  elevator  operating 
service,  but  it  will  tend  to  increase  the  efficiency  of  the  men  and  at  least 
cause  the  elimination  of  the  various  assortment  of  hats  and  the  more  varied 
assortment  of  angles  at  which  they  are  worn. 

Janitors'  Uniforms 

It  is  also  recommended  that  serviceable  working  uniforms  be  provided  for 
jail  of  the  janitors  employed  by  the  department  of  building  repair,  and  it  is 
further  suggested  that  these  uniforms  have  displayed  conspicuously  the 
payroll  number  of  the  employee. 

Change  in  Method  of  Appropriation  Recommended 

In  the  1916-17  budget  the  regular  appropriations  against  which  the  costs 
of  labor  and  materials  of  the  bureau  of  building  repair  are  charged  are 
as  follows : 

Item  No.  66 — For  general  repairs  and  reconstruction  of 

fire  department,  municipal  and  police  buildings ...  $  37,000.00 

Item  No.  67 — For    reconstruction    and    repair    to    school 

buildings  and  equipment 115,000.00 

Items  Nos.  370  to  383,  inclusive — For  personal  service 106,783.00 

The  latter  appropriations  include  budget  lines  for  the  superintendent  and 
assistant  superintendent  amounting  to  $5,400.00.  The  balance  of  these  ap- 
propriations is  for  the  payment  of  salaries  of  janitors,  watchmen,  engineers, 
elevator  operators  and  firemen.  In  addition,  the  building  repair  department 
at  times  is  authorized  to  charge  time  and  materials  cost  against  appropri- 
ations of  the  bureau  of  street  repair,  bureau  of  sewer  cleaning  and  repair,  etc. 

The  appropriation  for  the  reconstruction  and  repairs  on  school  property 
is  expended  under  the  direction  of  the  board  of  education.  No  work  may 
be  undertaken  by  the  building  repair  forces  except  upon  requisitionss  duly 
approved  by  the  building  committee  of  the  board  of  education.  It  would  be 
desirable  to  have  the  other  appropriations  for  the  maintenance  and  repair 
3f  other  public  buildings  handled  in  the  same  general  manner.  The  granting 
to  a  building  repair  department  of  the  right  to  charge  repair  work  against 
general  or  blanket  funds  tends  to  produce  a  type  of  administration  where 
the  number  of  employees  on  the  payroll  is  determined  more  by  the  amount 
)f  money  available  than  by  the  requirements  of  the  work. 
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In  the  foregoing  paragraphs  the  practice  of  adopting  a  scheme  of  admin- 
istration where  either  all  work  is  done  by  contract  or  work  is  done  by  de- 
partmental labor  forces  has  been  criticised.  Granting  to  the  board  of  edu- 
cation the  right  to  control  the  amounts  of  money  to  be  expended  in  the 
repair  work  on  school  buildings  is  unquestionably  a  sound  practice.  Better 
economy  in  the  handling  of  repair  work  to  public  buildings  would  be  as-i 
sured  if  the  responsibility  for  the  amount  of  money  to  be  expended  on  the 
repair  of  fire  houses,  police  stations  and  public  buildings  generally  were  left 
with  the  administrative  parties  responsible  for  the  general  activities  of  the 
respective  departments. 

The  building  repair  forces  of  the  department  of  public  works  should  be 
solely  a  service  organization.  Their  work  should  be  initiated  by  request 
from  an  independent  administrative  organization.  The  number  of  men  on 
the  payroll  and  the  amount  of  materials  to  be  purchased  should  be  regu 
lated  wholly  by  the  requisitions  to  do  work  filed  by  the  board  of  education, 
the  fire  board,  or  whatever  administrative  agency  is  responsible  for  the  oper- 
ation of  the  department  occupying  the  building  where  the  work  is  needed. 

It  is  further  suggested  that  when  appropriations  are  made  for  the  repair 
of  public  buildings  that  these  appropriations  be  made  by  individual  depart- 
ments, that  the  executives  in  charge  of  those  various  departments  be  per 
mitted  to  secure  informal  or  formal  bids  for  doing  the  repair  work  neces 
sary  and  that  unless  the  forces  of  the  building  repair  department  can  under 
take  and  complete  the  work  at  a  cost  not  greater  than  the  amount  bid  by 
the  private  contractor,  that  such  work  can  be  done  by  contractor  or  open 
market  order.  In  this  connection,  it  would  be  necessary  to  establish  a  capital 
or  rotary  fund  against  which  the  time  and  materials  costs  of  the  repair 
squads  of  the  building  repair  department  could  be  charged  and  into  which 
could  be  credited  the  transferred  receipts  from  the  various  repair  appropri 
ations.  The  estimates  of  cost  of  doing  work  by  the  repair  squads  of  the 
building  repair  department  under  such  a  method  must  include  an  overhead 
of  from  20  to  25  per  cent  in  order  that  a  reserve  may  be  built  up  during 
the  course  of  the  year  for  the  payment  of  vacation  time,  holiday  time,  sick 
leave,  waiting  time  and  supervision. 

Any  cost  comparison  between  departmental  labor  and  open-market  order 
work  based  on  direct  labor  and  material  charges  only  will  not  reflect  the 
actual  condition.  What  amount  of  overhead  should  be  charged  could  not 
be  determined  from  the  records  now  available  in  the  building  repair  depart- 
ment without  greater  analysis.  It  is  estimated,  however,  that  this  overhead 
charge  will  amount  to  from  20  to  25  per  cent. 

It  is  recommended  that  a  capital  fund  of  $5,000.00  be  appropriated  to  the 
building  repair  bureau  and  that  the  time  of  all  repair  squads  and  the  cost 
of  materials  used  be  charged  against  this  fund  which  shall,  in  turn,  be 
credited  by  transfer  from  the  various  appropriations  made  by  departments 
on  the  basis  of  the  cost  of  the  work  done. 


Bureau    of  Building  Inspection  571 

Plant  Operation 

The  bureau  of  building  repair  also  has  supervision  over  the  operation 
an. I  maintenance  of  power  plants.  In  the  personal  service  schedules  of  the 
current  appropriation  made  to  the  bureau  of  building  repair  there  appear 
the  operating   and    engineering  forces  of  the  buildings  in  the  Civic  Center 

I  and  Hall  of  . Justice  groups.     In  addition,  this  bureau  has  general  supervision 

lover  the  power  plant   operation  of  the  City  and  County  Hospital. 

A  word  of  special  commendation  is  due  the  plant  at  the  City  and  County 

i  Hospital.  This  plant,  although  nominally  under  the  supervision  of  the  bureau 
of  building  repair,  was  directly  under  the  supervision  of  the  superintendent 
of  the  City  and  County  Hospital.     The  plant  was  operating  on  a  very  high 

••plane  of  efficiency.  The  original  installation  was  somewhat  overdone  for 
the  requirements  of  the  buildings  now  constructed,  although  when  the  ad- 
ditional wings  are  completed  the  plant  will  be  taxed  more  nearly  to  capacity. 

»  However,  the  excessive  installation,  particularly  for  the  generation  of  electric 

■current,  has  not  been  used  as  an  excuse  for  excessive  operation. 

The  records  of  the  plant  operation  were  carefully  kept  and  the  costs  low. 

I  The  condition  of  the  plant  at  the  time  of  the  inspection  was  excellent. 

Opportunity  for  Economy  in  Relieving  Force 

Jit  is  recommended  that  a  study  be  made  of  the  possibility  of  combining 
the  various  relieving,  or  so-called  "swing'*,  engineers  or  firemen  in  the  differ- 
ent power  plants  about  the  city.     There  is  no  doubt  that  with  a  closer  co- 
)  ordination   of  the   various   power   plants  the   service   of  at   least   one   relief 
fireman  and  possibly  of  one  relief  engineer  could  be  dispensed  with. 

BUREAU  OF  BUILDING  INSPECTION 

The  bureau  of  building  inspection  has  charge  of  the  supervision  and  in- 
spection of  the  erection,  alteration  and  maintenance  of  public  buildings. 
In  addition,  it  is  charged  with  the  supervision  of  the  work  of  boiler  inspec- 
tion and  of  house  numbering.  The  building  inspection  organization  con- 
sisted of  the  two  examining  engineers  and  seven  building  inspectors.  Al- 
though one  additional  building  inspector  had  been  authorized  in  the  1916-17 
budget,  the  appointment  had  not  been  made  at  the  time  of  the  survey. 

Scope  of  Work 

In  the  first  few  years  following  the  fire  of  1906  the  building  inspection 
forces  of  the  city  were  operating  on  a  scale  twice  or  three  times  as  great 
as  the  normal.  In  fact,  the  permits  issued  during  the  fiscal  year  1906  and 
1907  were  more  than  four  times  in  value  the  construction  authorized  and  the 
permits  issued  during  the  fiscal  year  1914  and  1915. 

The   activities  of  the   building  inspection  bureau   have   today   practically 
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reached  a  normal  level.  The  low  water  mark  for  collection  was  reached 
during  the  fiscal  year  1914-1915.  The  collection  for  1915  and  1916  showed 
a  slight  increase. 

The  following  table  shows  the  fees  collected  during  the  fiscal  years  1906- 
1907  and  1915-1916,  inclusive: 

Tabulation  of  Fees  Collected 


Building  Permits 

Fiscal  year  1906-1907 $107,534.50 

"  1907-1908 52,024.00 

"  1908-1909 51,381.00 

"  1909-1910 37,061.10 

"  1910-1911 28,450.70 

"  1911-1912 31,158.40 

"  1912-1913 32,334.80 

"  1913-1914 25,753.80 

"  1914-1915 24,146.90 

"  1915-1916 28,029.50 


Total  $417,874.70 
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Fiscal  year  1913-1914. 
"  1914-1915. 
"      1915-1916. 


Total 


118.00 
202.00 
181.00 


$        501.00 


Classified  according  to  calendar  years,  the  building  permit  valuations  del 
not  show  as  striking  an  effect  immediately  after  the  fire  of  1906  as  do  th<| 
fee  collections  classified  according  to  fiscal  years. 

The  following  tabulation  shows  the  building  operations  authorized  I 
building  permits  issued  in  terms  of  total  valuation  authorized  for  con 
struction : 


From  May  to  December, 


1906 $34,947,396 

1907 56,574,844 

1908 31,668,341 

1909 26,184,068 

1910 20,508,556 

1911 20,915,474 

1912 23,338,563 

1913 21,037,264 

1914 28,177,563 

1915 13,990,704 


Footnote:     During  1914  permits  for  building  construction  amounting  to  $9,943,57' 
were  granted  to  the  Exposition  Company. 
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Jurisdiction  Limited 

If  the  city  of  San  Francisco  is  to  maintain  a  bureau  of  building  inspection, 
';  that   bureau  should   have  jurisdiction  over  all  building  inspection  problems. 
At  the  present   time  the  work  is  scattered  among  a  number  of  different  city 
Bepartments.     What   building  inspection  work  is  now  under  the  jurisdiction 
of  the  department  of  public  works  has  been  centralized  in  this  bureau,  but 
|  there  are  a   number  of  activities  in  the  other  city  departments  which  could 
Te  better  and  more  effectively  handled  if  transferred  to  this  organization. 

These  include  (1)  inspection  of  electrical  wiring  and  fixtures,  installation 
and  repairs;  (2)  inspection  of  plumbing;  (3)   special  sanitary  inspection. 

In  the  chapter  of  this  report  dealing  with  the  department  of  electricity 
the  recommendation  has  been  made  that  this  department  be  transferred  to 
and  made  a  part  of  the  general  board  of  Avorks  organization,  and  that  when 
transferred  the  duties  of  the  department  be  distributed  to  several  different 
;  bureaus  in  the  department  of  public  Avorks.  The  design  and  actual  instal- 
lation of  electrical  Aviring  and  fixtures  should  fall  Avithin  the  jurisdiction  of 
the  proposed  bureau  of  public  buildings  and  offices. 

The  inspection  of  the  installation  of  electrical  wiring  in  privately  OAvned 
buildings  should  he  made  a  part  of  the  duties  of  the  bureau  of  building 
inspection.  Plumbing  and  certain  other  general  sanitary  inspection  Avork 
noAA-  carried  on  in  the  health  department  could,  in  a  large  measure,  be  elimi- 
nated entirely,  without  any  decrease  in  the  effectiveness  of  the  enforcement 
of  proper  conditions  in  privately  OAvned  buildings. 

Special  plumbing  inspection,  as  had  been  pointed  out  in  the  health 
department  report,  is  practically  useless  if  the  city  is  maintaining  a  corps  of 
general  building  inspectors.  It  is  recommended  that  the  special  plumbing 
inspection  division  be  dropped  from  the  organization  and  that  the  duties  of 
plumbing  inspection  be  placed  AArithin  the  jurisdiction  of  the  bureau  of  build- 
ing inspection.  With  such  an  organization  any  necessary  plumbing  inspection 
could  be  carried  on  by  the  regular  inspectors  of  the  bureau  of  building 
inspection. 


Need  for  Increased  Force  Questioned 

From  the  folloAA-ing  tabulation  of  number  of  permits  issued  and  the  total 
value  of  the  building  operations  authorized,  it  Avill  be  noted  that  Avithin  the 
last  feAv  years  the  amount  of  building  in  San  Francisco  has  not  been  in- 
creasing. The  bureau  of  building  inspection  has  had  about  the  same  force 
for  the  last  six  years.  Three  years  ago  the  structural  engineer  Avas  added, 
but  other  than  that  change  the  personnel  has  been  about  the  same  in  point 
of  numbers,  for  a  number  of  years. 

The  Avork  of  the  bureau  is  not  increasing,  yet  in  the  budget  for  1916-1917 
another  building  inspector  has  been  added  to  the  rolls.  The  explanation 
given  Avas  that  he  Avas  to  be  used  in  the  Avork  of  eliminating  shacks  and  other 
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buildings  within  the  fire  limits  which  did  not  conform  to  the  provisions  in 
the  building  code.  However,  most  of  this  work  has  already  been  ac- 
complished. Of  1,800  houses  and  buildings  falling  without  the  specifications 
of  the  building  code,  a  little  more  than  1,500  have  already  been  removed. 

Permits  Issued 

1906 5,686 

1907 6,437 

1908 6,729 

1909 5,773 

1910 5,690 

1911 ..6,079 

1912 6,316 

1913 5,606 

1914 5,907 

1915 6,461 

Placard  Permits 

The  use  of  a  placard  permit  and  its  advantages  have  already  been  touched 
upon  in  the  section  of  this  report  dealing  with  the  cashier's  division. 

It  is  recommended  that  the  permits  issued  by  the  bureau  of  building 
inspection  for  the  construction,  alteration  or  repair  of  buildings  be  of  placard 
form  so  that  they  'may  be  posted  up  on  the  work.  These  placards  should  be 
printed  on  controlled  stationery  and  should  show  the  permit  number,  the 
name  of  the  owners,  the  name  of  the  contractor,  and  the  name,  address  and 
telephone  number  of  the  representative  of  the  contractor,  owner  and  archi- 
tect who  are  to  be  notified  in  case  of  fire  or  accident,  and  the  name  of  the 
parties  responsible  for  damage. 

Street  Numbering  Division 

Records  of  the  street  numbering  division  of  the  bureau  of  architecture 
are  maintained  with  careful  precision.  The  work  is  a  very  small  factor 
when  compared  with  some  of  the  larger  divisional  activities  in  the  depart- 
ment, but  it  is  an  essential  cog  in  the  larger  public  works  machine.  The 
work  is  being  carried  on  in  an  effective  and  efficient  manner. 

THE  BUREAU   OF  STREET   CLEANING 

Functions  Comparatively  Limited 

The  bureau  of  street  cleaning  in  the  department  of  public  works  in  San 
Francisco  is  responsible  for  the  cleaning,  flushing  and  sprinkling  of  streets 
and  the  collection  of  street  refuse.  The  functions  of  this  bureau  are  more 
restricted  than  is  usual  in  a  bureau  of  street  cleaning  or  sanitation  because*. 

1 — Garbage    and    household    waste    are    collected    by    private    scavengers 
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under  the  supervision  of  the  health  department,  and  are  disposed 
of  at  a  privately  owned  incinerator  plant  under  the  supervision  of 
the  bureau  of  engineering,  and 
2 — The  lack  of  seasonal  change  in  San  Francisco  has  eliminated  the  winter 
snuu  fighting  and  snow  removal  problem  encountered  in  most  of 
the  large  cities  of  the  East  and  North. 

For  the  fiscal  year  1916-1917  an  appropriation  of  $356,325  has  been  al- 
lowed to  carry  on  the  work.  While  this  appropriation  is  not  large,  certainly 
not  above  the  average,  there  is  little  doubt  but  that,  with  improved  methods 
of  work,  better  gang  organization,  and  the  purchase  of  additional  equipment, 
the  amount  allowed  should  be  ample. 

Organization 

The  organization  of  the  bureau  of  street  cleaning  consists  of  two  primary 
divisions,  namely,  (1)  yard  and  office;  (2)  field  work.  The  executive  direc- 
tion is  vested  in  the  superintendent.  At  the  time  of  the  survey  there  were 
280  employees  on  the  payroll  of  this  bureau,  the  majority  of  whom  were 
classed  in  tin-  following  principal  groups: 

Yard  and  Office: 

1  clerk; 

6  skilled  laborers; 
3  ordinary  laborers; 

2  night  watchmen. 

Field  Work: 

Night  Division : 

1  foreman; 
1  team  foreman; 
8  teamsters; 
12  laborers; 

1  fountain  tender. 
Day  "Work: 

Block  sweeping: 

93  blockmen   (white  wings)  ; 

7  laborers; 

8  teamsters. 
Hand  cleaning: 

17  gang  foremen; 
48  laborers; 
35  teamsters. 

Dumps : 

3  dump  foremen; 

2  bunker  men; 
2  laborers. 

Sprinkling  and  flushing: 

18  teamsters; 
2  chauffeurs; 
1  watchman. 
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The  machine  broom  drivers  are  included  in  the  division  of  night  work. 

In  the  last  two  years,  the  overhead  cost  of  the  bureau  of  street  cleaning 
of  the  department  of  public  works  has  been  decreased.  The  elimination  of 
twelve  district  foremen  and  the  substitution  therefor  of  a  number  of  work- 
ing foremen  and  a  few  supervisory  officers  is  an  administrative  change  in  the 
organization  of  the  department  deserving  of  commendation. 

In  another  section  of  this  report  it  has  been  pointed  out  that,  through 
the  consolidation  of  a  number  of  small  gangs  into  larger  units,  better  super- 
visory control  could  be  secured.  The  elimination  of  the  twelve  non-working 
district  supervisors  was  the  first  step  in  this  direction.  This  has  already  been 
accomplished.  The  next  step  should  be  the  combination  of  the  small  gang 
units  into  larger  working  forces. 

AREAS     OF     STREETS     CLEANED     BY     CLASSES 


Fiscal 
Year 


Sq.   Yards 

Swept  by 

Hand 


Sq.  Yards 
Swept  by 
Machine 


Sq.   lards 
Sprinkled 


Sq.  Yards 

Flushed 


Sq.  Yards 

Washed 

With 

Squeegees 


Sq.  Yards 

Washed 

With 

Hose 


1912-13 526,505,016 

1913-14 500,683,901 

1914-15 525,105,551 

1915-16 546,463,397 


38,711,830  309,083,121 

41,890,760  293,824,785 

65,288,812  268,497,898 

80,432,493  262,956,757 


36,260,460 
100,005,755 
111,656,040 

97,112,225 


3,909,405  170,620 

3,368,375  854,340 

1,329,520  860,905 

49,740  705,662 


There  were  440  miles  of  streets  to  clean  during  the  fiscal  year  1915-16;  an  additional 
20  miles  of  streets  have  been  accepted,  making  460  miles  of  streets  to  be  cleaned  during 
the  fiscal  year  1916-17,  or  an  increase  of  4ys  per  cent. 

Public  Co-operation  Needed 

The  street  cleaning  forces  of  the  city  government  are  engaged  in  munic- 
ipal house  cleaning.  The  work  of  keeping  the  city's  streets  clean  is  ma- 
terially affected  by  the  co-operation  of  the  public.  In  a  great  many  cities 
"Clean-Up  Day"  or  "Clean-Up  Week"  is  a  very  important  element  in  street 
cleaning  administration.  The  annual  clean-up  week  in  Philadelphia  has  In- 
come one  of  the  municipal  institutions.  The  public  interest  aroused  has  been 
productive  of  immeasurable  good  in  securing  a  cleanly,  sanitary  city.  All 
of  the  larger  cities  are  engaging  more  and  more  in  educational  campaigns 
in  order  to  develop  a  spirit  of  civic  pride  which  will  tend  to  secure  clean 
streets  and  sanitary  property  conditions. 

It  is  recommended  that  an  annual  clean-up  campaign  be  established  and 
that  the  board  of  public  works  engage  actively  in  a  campaign  of  education 
of  the  need  for  a  clean  city. 


Street  Cleaning  Ordinances 

There  are  two  ways  to  secure  co-operation  from  the  public  in  the  matter 
of  street  cleaning:  (1)  through  education  and  willing  co-operation  and  (2) 
through  force.     Of  the  two  methods,  the  former  is  by  far  the  better.     The 
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Irork  of  an  educational  campaign  can,  however,  be  assisted  through  legisla- 
tor backing.  With  the  many  ordinances  now  in  force  in  the  city  of  San 
Francisco,  it  was  soraewhal  surprising  to  find  that  there  was  no  effective 
street  cleaning  ordinance  now  in  force.  There  are  a  number  of  ordinances 
governing  the  operations  of  the  scavengers;  a  few  ordinances  governing 
special  operations,  such  as  cleaning  windows  and  permitting  the  drifting  of 
sand  from  vacant  lots  over  the  public  highways,  but  there  is  no  effective 
street   cleaning  code. 

It  is  recommended  that  the  board  of  public  works  prepare  and  submit  to 
the  supervisors  a  draft  of  street  cleaning  ordinances  or  a  code  of  ordinances. 
these  ordinances  should  be  so  drawn  that  they  could  be  used  as  a  basis  for 
an  educational  campaign.  They  should  include  the  ordinary  street  cleaning 
I'Dont's",  such  as  forbidding  the  throwing  of  paper  and  waste  into  the  city 
streets,  prohibiting  the  sweeping  of  debris  onto  the  sidewalks  and  street 
gutters,  except  at  specified  times,  prohibiting  the  pouring  of  inflammable  liquids 
into  the  catch-basins  of  the  surface  drains,  prohibiting  the  storing  of  building 
material  in  the  streets  without  adequate  protection  from  the  wind,  and  many 
other  regulations,  which,  if  followed  by  the  public,  would  become  as  effective 
a  means  of  street  cleaning  and  municipal  sanitation  as  the  work  now  done 
by  the  paid  forces  of  the  city. 

Standard  Methods  of  Street  Cleaning  Recommended 

Critics  of  street  cleaning  methods  have  often  remarked  that  anyone  could 
clean  streets.  This  is  true,  but  ultimate  economy  and  efficiency  in  the 
handling  of  street  cleaning  work  cannot  be  secured  until  the  entire  per- 
sonnel of  the  street  cleaning  force  has  been  trained  in  the  best  methods  of 
doing  street  cleaning  work.  Anyone  physically  able  could  handle  a  hose  for 
flushing  or  use  a  broom  for  cleaning.  There  are,  however,  best  methods, 
both  for  flushing  and  hand  broom  cleaning;  methods  which  were  developed 
after  much  time  had  been  given  to  the  detailed  motion  study  of  the  oper- 
ations. The  same  is  true  of  the  driving  of  machine  brooms ;  the  driving  and 
handling  of  tank  and  power  flushers  and  the  driving  of  motor  brooms. 

Every  city  in  the  United  States  has  faced  and  is  facing  about  the  same 
problems  in  street  cleaning  which  San  Francisco  has  to  meet.  In  many 
cities,  excellent  manuals  for  street  cleaners  have  been  prepared.  These  are 
in  the  nature  of  manuals  of  instruction  and  contain  specific  instructions  for 
blockmen,  drivers,  hand  broom  sweepers,  foremen,  superintendents,  flusher- 
men  and  hydrantmen  and  all  other  employees,  as  to  the  exact  method  which 
shall  be  pursued  in  handling  any  particular  kind  of  street  cleaning  work. 

It  is  recommended  that  the  board  of  public  works  order  a  street  cleaning 
manual  prepared  and  have  it  published  for  distribution  to  the  entire  street 
cleaning  force. 
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Discussion  of  Principal  Types  of  Cleaning 

Street  cleaning  operations  may  be  classified  as  follows: 

1 — Hand  broom   and  scraper  cleaning — 

a — By  white  wings   (blockmen)  ; 

b — Hand  cleaning  gangs. 
2 — Machine  broom  cleaning — 

a — Batteries  of  side  stroke  machine  brooms ; 

b — Pick-up  machine  brooms; 

( 1 )  — Horse-drawn ; 

( 2 )  — Motor-driven. 
3 — Flushing — 

a — Motor-driven  power  flush ers ; 

b — Horse-drawn  flushers ; 
(1) — Air  pressure; 
(2) — Auxiliary  power  flushers; 

c — Hand  flushing; 

d — Street  railway  car  flushers. 
4 — Squeegee ; 
5 — Vacuum  process — 

a — Straight  vacuum   type  ; 

b — Combination   vacuum   and  machine  broom. 

Each  one  of  these  methods  of  street  cleaning  has  its  unique  advantages 
and  corresponding  disadvantages.  Each  is  adapted  tc  particular  kinds  of 
cleaning,  depending  upon  the  condition  of  the  street  pavement,  the  quantity 
and  kind  of  material  to  be  removed,  and  the  condition  of  sanitation  de- 
manded. Of  these  principal  types  of  cleaning  in  San  Francisco,  the  following 
are  in  use : 

1 — Side  stroke  machine  broom  batteries   (one  gang,  three  machines)  ; 
2 — Motor-driven   machine  broom    (one   machine)  ; 
3 — Motor-driven  power  flushers  (one  machine)  ; 
4 — Air  pressure  horse-drawn  flushers   (ten  machines)  ; 
5 — Squeegee   (three  machines,  seldom  in  use)  ; 
6 — Hand  flushing  (two  gangs,  irregular)  ; 
7 — White  wings    (eighty-six  men)  ; 

8 — Hand  cleaning    (fifteen  regular,  two  roving  gangs,  three  to  six  men 
each). 

It  is  not  the  purpose  of  this  report  to  enter  into  a  detailed  discussion  of 
the  advantages  and  disadvantages  of  the  different  types  of  cleaning,  but  a 
brief  summary  of  the  principles  of  the  different  types  is  necessary  for  an 
understanding  of  the  needs  of  the  street  cleaning  bureau. 

The  advantages  of  the  different  types  of  machine  cleaning  may  be  sum- 
marized as  follows : 

Side  stroke  machine  broom  batteries — Rough  heavy  cleaning. 
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Pick-up   brooms,   horse-drawn— Rough  cleaning  more   effective  than   side 
stroke   machines  as  an   auxiliary  service  in  support  of  hand-cleaning  gangs 
and  as  an  auxiliary   for  the  collection  of  the  stroke  of  the  side  stroke  ma- 
I  chine  broom  batteries. 

Pick-up  brooms,  motor-driven— Same  value  as  the  horse-drawn  but  better; 
pick-up  broom  for  supporting  hand-cleaning  gangs  and  side  stroke  machine 
broom  batteries.  In  addition  can  be  used  for  individual  cleaning  in  support 
of  large  area  covered  by  white  wings.  The  efficiency  of  the  motor-driven 
pick-up  broom  is  much  greater  than  the  efficiency  of  the  horse-drawn  pick-up 
br< 1.   both  in  cost  and  effectiveness  of  work  done. 

Flushing,  motor-driven  power  flushers— Economical  and  effective  method 
pf  securing  scoured  streets. 

Horse-drawn  air  pressure  flushers— Earlier  type  of  flushing  equipment— 
not  as  effective  or  economical  as  motor-driven  flushers. 

Horse-drawn  power  flushers— Effective  type  of  flushing  equipment  more 
costly  in  operation  than  motor-driven  power  flushers  except  where  two  men 
are  used  on  motor-driven  power  flushers. 

Hand  flushing — Expensive  but  effective  method  of  thoroughly  cleaning 
very  dirty  streets. 

Railway  car  flusher — Effective,  economical  method  of  flushing  large  areas 
of  streets  over  which  street  railway  lines  operate. 

Squeegee — Effective  but  somewhat  expensive  method  of  thoroughly  clean- 
ing smooth  pavement  streets. 

Vacuum  process — Newer  type  of  street  cleaning  process  not  as  yet  thor- 
oughly tried.  Cost  of  operation  of  straight  vacuum  process  low.  Cost  of 
operation  of  combined  vacuum  and  pick-up  machine  broom  process  lower 
than  cost  of  flushing ;  higher  than  pick-up  machine  broom  cleaning.  The 
latter  type  of  vacuum  process  is  more  effective  than  the  former. 

The  problem  of  street  cleaning  in  San  Francisco  may  be  divided  into 
three  principal  divisions : 

1 — Heavy  cleaning; 
2 — Light  cleaning; 
3 — Complete  cleaning. 

To  this  must  be  added  an  additional  factor— all  types  of  cleaning  on 
steep  grades. 

For  the  heavy  cleaning  work  the  present  hand  cleaning  gangs  and  the 
side  stroke  machine  broom  battery  answer  the  requirements.  It  is  suggested 
that  the  use  of  horse-drawn  pick-up  brooms  for  the  collection  of  the  stroke 
(furrows  of  debris  thrown  to  the  side  by  side  stroke  machine  brooms)  be 
tried  out  in  the  rough  cleaning  district.  There  is  little  doubt  but  that  the 
use  of  a  horse-drawn  pick-up  broom  would  reduce  the  cost  of  carrying  on 
this  work. 
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The  light  cleaning  of  the  department  can  be  handled  effectively  by  the 
motor-driven  pick-up  brooms  and  roving  hand-cleaning  gangs.  The  report 
has  already  suggested  that  the  motor-driven  pick-up  broom  now  in  operation 
be  operated  at  least  two  shifts  a  day  and  that  an  additional  machine  be 
purchased. 

Flushing 

Thorough  cleaning  of  streets  means  flushing.  The  conditions  of  the 
streets  in  San  Francisco  do  not  warrant  hand  flushing.  The  only  pressure- 
flushing  machine  now  in  operation  in  the  city  is  one  motor-driven  power 
flusher.  It  is  recommended  that  this  machine  be  operated  at  least  two  shifts 
a  day.  It  is  further  recommended  that  the  present  air  pressure  flushers  be 
provided  with  auxiliary  pressure  flushing  attachments  and  operated  in 
batteries. 

The  use  of  railway  car  flushers  is  one  of  the  recent  developments  of 
street  cleaning  methods.  In  Cleveland,  Ohio,  and  Worcester,  Mass.,  suc- 
cessful applications  of  this  method  have  been  made.  The  Worcester  car 
flusher  is  of  the  side-arm  type ;  the  Cleveland  car  flusher  is  the  straight 
nozzle  type.  Both  are  doing  effective  work,  and,  in  both  cases,  the  cost  of 
flushing  is  considerably  less  than  the  cost  of  flushing  by  either  motor-driven 
or  horse-drawn  flushers. 

It  is  recommended  that  a  street  railway  car  flusher  be  purchased  for  use 
at  least  over  the  lines  of  the  municipal  railway  and  preferably  over  a  few 
principal  lines  of  the  United  Railways  in  addition. 

Lack  of  Equipment 

During  the  course  of  the  survey,  the  point  was  raised  a  number  of  times 
that  the  street  cleaning  forces  were  handicapped  by  lack  of  equipment. 
This  is  true.  The  department  has  not  sufficient  power  flushers  nor  sufficient 
motor  pick-up  brooms.  Any  increased  appropriation  to  the  bureau  of  street 
cleaning  should  carry  an  increased  allotment  for  the  purchase  of  new  equip- 
ment. There  is  no  doubt  but  that  the  number  of  hand  broom  cleaners  could 
be  reduced  if  the  department  were  better  equipped. 

Equipment  Ineffectively  Used 

Notwithstanding  the  fact  that  the  street  cleaning  forces  were  unquestion- 
ably underequipped,  the  equipment  which  was  available  for  use  was  not 
being  used  to  its  full  extent.  The  automobile  flusher,  the  motor-broom  and 
the  horse-drawn  flushers  all  were  being  used  on  but  one  shift,  and  that  the 
day  shift.  This  is  indeed  surprising  in  view  of  the  fact  that  the  most 
effective  street  cleaning  work  is  done  at  night,  rather  than  during  the  day- 
time. In  every  city  where  progressive  street  cleaning  methods  are  being 
used,  equipment  is  being  used  on  more  than  one  shift.     There  is  no  reason 
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.  why  the  motor  flusher,  the  motor-broom  and  the  horse-drawn  flushers  should 
i  not  be  used  on  at  least  two  shifts,  and,  if  necessary,  on  three  shifts.     There 

is  a  question  whether  any  additional  appropriation  for  equipment  would  be 
I  required    if    full    value    were    being    obtained    out    of    the    equipment    now 

available. 

It  is  recommended  that   the  power  flusher  and  the  motor  pick-up  broom, 

and   as  many   of  the  horse-drawn  flushers  as  can  be  used  effectively    (these 

flushers  are  not  of  the  best  design)    be  used  on  at  least  two  shifts,  and,  if 
■  conditions  wan-ant   it.  three  shifts. 

Flusher  Organization  Criticised 

The  horse-drawn  flushing  equipment  now  operated  by  the  department  is 
f  not  being  used  effectively.  These  flushers  are  used  more  as  sprinklers  or 
gutter  sprinklers,  than  as  flushers.  All  told,  the  bureau  of  street  cleaning 
operates  twelve  horse-drawn  air  tank  flushers.  These  flushers  have  a  capac- 
ity of  about  750  gallons  and  gain  their  pressure  through  retaining  the  pres- 
sure of  the  water  drawn  from  the  mains.  At  a  comparatively  small  addi- 
tional expense  all  of  these  flushers  could  be  equipped  with  gasoline  engine 
pumps  and  operated  as  power  flushers.  One  of  the  principal  objections  to 
the  method  of  handling  flushers  is  that  they  are  used  entirely  during  the 
day  and  singly  instead  of  in  batteries  at  night.  Flushing  during  the  day  in 
the  downtown  districts  is  unsatisfactory  and  wasteful.  Literally  thousands 
of  automobiles  are  parked  along  the  curbs  and  the  sidewalks  are  crowded 
with  pedestrians,  and,  even  if  the  type  of  air  tank  flushers  in  use  provided 
|  the  pressure  necessary  to  clean  the  streets,  they  could  not  be  used  during  all 
hours  of  the  day. 

Moreover,  it  has  been  proved  that  more  effective  results  can  be  obtained 
through  handling  flushers  in  batteries  similar  to  the  handling  of  machine 
brooms  than  permitting  them  to  operate  singly.  The  advantage  of  this 
system  of  handling  comes  from  the  fact  that  it  is  possible  to  secure  more 
effective  supervision  over  the  operations  than  from  the  change  in  the  work 
method  itself. 

It  is  recommended  that  flushers  be  operated  at  night.  The  contention  of 
the  officials  of  the  department  of  public  works  that  it  is  necessary  to  keep 
the  gutters  wet  in  order  to  prevent  the  blowing  of  dust,  cannot  be  conceded. 
The  use  of  flushers  as  gutter  sprinklers  is  an  almost  complete  waste  of  money. 
•  In  order  to  test  fairly  the  efficiency  of  these  flushers  when  operated  as  gutter 
sprinklers,  special  inspections  were  made  at  various  intervals  throughout  the 
period  of  the  survey.  On  the  grades,  the  effect  of  the  gutter  sprinkling  or 
gutter  flushing  does  not  last  more  than  one  hour,  and,  usually  depending 
apon  the  velocity  of  the  wind  and  general  weather  conditions,  the  entire 
effect  disappears  in  a  much  shorter  time.  In  any  event,  if  the  streets  are 
cleaned,    and   the   use    of  flushers   as   flushers    will    keep   the    streets    clean. 
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pedestrians  are  not  going  to  be  annoyed  by  the  dust  nuisance  from  dirty 
gutters. 

It  is  recommended  that  the  so-called  gutter  flushing  be  abandoned. 


Flusher  Costs 


According  to  the  statement  of  the  superintendent  of  the  bureau  of  street 
cleaning,  the  auto  flusher  can  perform  40  per  cent  more  work  at  40  per  cent 
lower  cost  than  the  horse-drawn  air  pressure  flushers.  Since,  on  most  work- 
ing days,  the  air  pressure  flushers  both  sprinkle  and  flush,  and  the  reports 
do  not  segregate  the  statements  of  area  according  to  square  yards  of  streets 
flushed  and  square  yards  of  street  sprinkled,  it  was  not  possible  to  obtain 
any  statements  of  costs  over  a  considerable  period.  The  cost  clerks,  at  the 
request  of  the  examiner,  prepared  the  cost  of  work  on  a  typical  day. 

This  report  shows  the  cost  per  thousand  square  yards  at  59.44  cents  for 
horse-drawn  air  pressure  flushers  as  opposed  to  an  average  cost  for  the 
automobile  flusher  of  22— j—  cents  per  thousand  yards.  Both  of  these  cost 
figures  are  exclusive  of  overhead  for  equipment,  vacation,  holiday  and  si(-k 
leave.  A  cost  of  59.44  cents  per  thousand  square  yards  is  exhorbitantly  high 
— more  than  twice  what  the  service  should  cost. 

As  the  automobile  flusher  averages  47,000  square  yards  yer  day  according 
to  the  statements  on  file  in  the  accounting  office  of  the  corporation  yard  and 
the  horse-drawn  flushers  16,000  square  yards,  it  is  apparent  that  one  auto- 
mobile flusher  can  do  the  work  of  three  horse-drawn  air  pressure  flushers. 
As  only  a  part  of  the  time  of  the  ten  flushers  is  consumed  in  actual  flushing 
work,  and,  as  the  amount  of  work  which  can  be  performed  by  an  automobile 
flusher  would  probably  exceed  this  pro  rata  of  one  to  three,  it  may  fairly 
be  assumed  that  the  purchase  of  two  additional  automobile  flushers  would 
eliminate  the  necessity  for  the  continuation  of  the  operation  of  any  of  the 
horse-drawn  air  pressure  flushers  with  a  resultant  saving  in  cost,  in  one  fiscal 
year,  of  more  than  sufficient  money  to  purchase  the  two  automobile  flusherg 
and  almost  enough  money  in  addition  to  operate  a  street  railway  car  flusher. 

The  following  tabulations  of  flusher  costs  show  a  wide  variation : 


COST  OF  AUTO  FLUSHER  WORK 
(As  per  Daily  Reports) 


- 

Oil 


Date 


SYqaUradrse      Miles 


Crew 


♦Water 


Gasoline 


Sept.  1,  1916 72,885         21         1  Chauffeur,    $3.33         20  tanks         15  gals. 


6qts. 


Sept.  2,  1916 30,710 

Sept.  5,  1916 34,409 

Sept.  6,  1916 45,552 

Sept.  7,  1916 71,863 

Sept.  8,  1916 75,253 


13 
15 
16 
20 

20 


1  Rearman,       3.00 


12      " 

20     " 

8  " 

16      " 

20     " 

4  " 

15      " 

10     " 

8  " 

20      " 

15     " 

3  " 

22      " 

15     " 

4  " 

Totals 330,672       105 


105 


95 


33 


Remarks:     *  Water,  1,000  gallons  to  the  tank. 
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COST    OF   AUTO-FLUSHER    WORK— Continued 


WW  <  IKS 


SEPTEMBER 


1st 


2ndf 


5th 


6th 


7th      |      8th 
I 


Total 


$3.33 

$3.33 

$3.33 

$18.31 

3.00 

3.00 

3.00 

16.50 

2.40 

3.20 

3.52 

16.80 

2.52 

3.15 

3.15 

16.62 

.33 

.41 

.41 

2.22 

$11.58 

$13.09 

$13.41 

$70.45 

16 

20 

20 

105 

$.7237 

$.6545 

$.6705 

$.6709 

45,552 

71,863 

75,253 

330,672 

$.2537 

$.1821 

$.1779 

$.213 

Chauffeur    $3.33  $1.66  $3.33 

Rearman     3.00  1.50  3.00 

Water  at  16c  tanks 3.20  1.92  2.56 

JGasoline  at  17 ^c  gal 3.30  2.04  2.36 

$011  at  .06%c  quart 44  .27  .31 

Total  Cost    $13.27  $7.39  $11.56 

Miles    21  13  15 

Cost  per  Mile $.6319  $.5607  $.7706 

Square  Yards    72,885  30,710  34,409 

Cost  per  1,000  Sq.  Yds $.182  $.24  $.3359 

Remarks:      fSept.  2nd,  Saturday;  worked  %  day. 
Sept.  3rd,  Sunday. 
Sept.  4th,  holiday. 

{Gasoline  and  oil  averaged  on  mileage  basis. 


COST  OF  HORSE-DRAWN  FLUSHERS 

Operationg  cost  of  battery  of  4  horse-drawn  flushers  as  per  daily  report 
Sept.  10,  1916*— 8  hours: 

4  teamsters  with  teams  @  $6.50 $26.00 

1  boss    400 

2  men  @  $3.00 6.00 

24  tanks  of  water  @  8c  (500  gal.  tanks) •     1-^z 

Total  cost  $37.92 

Total  area  flushed,  63,784  sq.  yds. 
Cost  per  1,000  sq.  yds.,  $0.5944. 

•This  is  claimed  as  an  average  day  ^r  straight  flushing  On  ™2?t  toys 
the  flushers  both  flush  and  sprinkle  and  the  reports  do  not  segregate  the 
area  flushed  and  sprinkled. 

Motor  Broom  Costs 

During  the  course  of  this  survey,  the  department  placed  a  motor  broom 
in  operation.  This  broom  was  of  the  pick-up  broom  type,  motor-driven.  Due 
to  the  fact  that  the  speedometer  attached  to  the  machine  did  not  operate 
effectively  until  early  in  September,  it  was  not  possible  to  get  a  month  s 
statement  of  operating  costs  in  time  for  inclusion  in  this  report.  The  follow- 
ing cost  statement  is  based  on  one  week's  operation.  It  shows  conclusively 
that  the  cost  of  cleaning  streets,  both  on  the  basis  of  broom  mileage  and 
street  area,  is  less  than  the  cost,  either  of  cleaning  by  machine  broom  or  by 

blockmen  service 

It  is  recommended  that  this  broom  be  operated  on  at  least  two  shifts: 
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COST   OF   MOTOR   SWEEPER    WORK 

(As  per  Daily  Reports) 

Sweeping  Van  Ness  Avenue,  Civic  Center  and   Side   Streets 


0 
s» 

n 

CO 

to 

(S-foot   b 
Yardage 
Broom  "W 
Sq.  Yds. 

ft  w  -^ 

- 
o 
n 

00 

o 

Crew 

Gasoline, 
Gallons 

o 

o 
a 
9 

o» 

3 

a 

» 

3 

ft 

« 

r 

[  1  chauffeur    . 

$3.33  | 

Sept. 

11 

30 

140,800 

207,719 

94 

J  1  sweeper    . . . 
]  1  blockman    . 
[  1  double  team 

3.00 
3.00 
6.50 

t  ' 

• 

2 

Sept. 

12 

26 

122,027 

164,914 

26 

" 

" 

10 

2 

Sept. 

13 

24 

112,640 

150,823 

57 

" 

'' 

10 

2         4 

Sept. 

14 

26 

122,027 

165,269 

64 

" 

" 

10 

2 

Sept. 

15 

28 

131,413 

166,399 

65 

fi 

" 

7 

2         2 

Sept. 

16* 

15 

70,400 

101,762 

39 

ii 

% 

9 

1 

Sept. 

18 
rota 

32 
[  181 

150,187 

223,040 

97 
442 

full           6 
59 

2 

849,494 

1,179,926 

4       15 

•Sept.   16th,  Saturday. 
The  daily  reports  showed  only  1  tank  of  water  used  during  the  7  days  noted  above. 


COST    OF    MOTOR    SWEEPER    WORK— Continued 


1916 


Sept. 
11th 


Sept. 
12th 


Sept. 
13th 


Sept. 
14th 


Sept. 
15th 


Sept. 
16th 


Sept. 
18th 


1  Chauffeur,    wages    

1  Sweeper,  wages   

1  Blockman,  wages  .... 
1  Double  Team,  wages.. 
Gasoline    @    17%c   gal... 

Oil   @   6%c  qt 

Broom     


3.00 
3.00 
6.50 
1.61 
.04 
.78 


3.00 
3.00 
6.50 
1.48 
.04 
.67 


3.00 
3.00 
6.50 
1.36 
.04 
.62 


3.00 
3.00 
6.50 
1.48 
.04 
.67 


3.00 
3.00 
6.50 
1.59 
.04 
.72 


1.50 

1.50 

3.25 

.85 

.02 

.39 


3.00 
3.00 
6.50 
1.82 
.05 
.83 


Total  Cost    $18.26     $18.02  $17.85     $18.02     $18.18 

Miles   30            26  24            26            28 

Cost  per  Mile $.6086       $.693  $.7437       $.693     $.6492 

Broom  Yardage,  sq.  yds.. 140,800  122,027  112,640  122,027  131,413 
Cost    per    1,000    sq.    yds. 

Broom    $.1296     $.1476  $.1584     $.1476     $.1383 

Block  Yardage,  sq.  yds.. 207,719  164,914  150,823  165,269  166,399  101,762  223,040 
Cost    per    1,000    sq.    yds 


$9.17     $18.53 

15  32 

$.6113       $.579 

70,400  150,187 


Total 


$3.33       $3.33       $3.33       $3.33       $3.33       $1.66       $3.33        $21.64 


$118.40 

181 

$.6541 

849.494 


$.1303     $.1233        $.1393 
179,926 


Block  Yardage    $.0879     $.1092     $.1183       $.109     $.1086     $.0901       $.083        $.1003 

Brooms  cost  $9.45  each  and  last  15  days 

Cost  of  brooms,  gasoline  and  oil,  averaged  on  mileage  basis 


Hand  Cleaning  Organization 

At  the  present  time  the  hand  cleaning  organization  consists  of  approxi- 
mately 60  men  and  35  teams.  During  the  month  of  August  the  maximum 
number  of  men  employed  in  hand  cleaning  (hand  broom  sweepers)  amounted 
to  65  men ;  the  minimum  53  men ;  the  maximum  number  of  teams  36,  mini- 
mum 28.  The  force  is  divided  into  fifteen  district  gangs  and  two  roving 
gangs.  Attached  to  this  report  will  be  found  a  tabulation  showing  "distribu- 
tion of  men  and  teams"  of  the  bureau  of  street  cleaning  force  during  the 
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month  of  August.  The  horizontal  comparison  shows  the  force  layout  for 
these  in  the  month  when  the  same  areas  were  cleaned.  The  perpendicular 
l -comparison  is  chronological.  It  will  he  noted  that  in  routes  "A"  the  pro- 
portion of  men  to  teams  varied  from  73  men  42  teams  to  62  men  43  teams. 
In  routes  ' " I i     the  tabulation  of  the  various  proportions  is  as  follows: 

Maximum  Men  Minimum  Men 

1st  day  routes 73  men;  42  teams  62  men;  43  teams 

2nd  day  routes 73  men;  40  teams  62  men;  41  teams 

3rd  day  routes 74  men ;  42  teams  66  men ;  40  teams 

4th   day  routes 75  men;  42  teams  67  men;  42  teams 

5th   day  routes 73  men;  43  teams  66  men;  43  teams 

6th   day  routes 76  men;  41  teams  65  men;  41  teams 

A  closer  examination  of  the  work  schedule  shows  that,  whereas  the  num- 
ber of  teams  is  practically  standard,  the  number  of  men  varies.  This  has 
been  caused  partially  by  the  fact  that,  although  vacation  allowances  are 
made  to  the  laborers,  no  vacation  allowances  are  made  to  the  teamsters,  but, 
nevertheless,  when  the  working  street  cleaning  force  was  decreased  on 
account  of  vacation  allowances,  the  team  force  was  maintained  at  a  maximum 
number.  In  the  hand  blockmen  districts  the  work  for  the  teamsters  is  pro- 
vided by  the  amount  of  sweeping  done  by  the  hand  cleaners.  If  the  number 
of  hand  cleaners  is  decreased,  the  number  of  teams  required  is  proportion- 
ately decreased.  Under  the  organization  now  in  force,  it  would  have  been 
difficult  to  adjust  the  number  of  teams  to  the  number  of  men.  A  decrease  of 
one  man  in  a  four-men  gang  with  two  teams  assigned  proportionately  would 
have  required  a  decrease  of  25  per  cent  in  the  team  assignment  which  would 
have  meant  the  elimination  of  one-half  of  one  team.  Obviously,  the  gang 
units  are  so  small  that  elasticity  in  assignment  is  not  possible. 

It  is  recommended  that  the  number  of  hand  blockmen  gangs  be  reduced 
and  that  the  working  force  be  organized  into  a  small  number  of  larger  gangs. 
Better  supervision,  more  elasticity  in  routing  and  a  more  effective  and 
economical  assignment  of  teams  and  men  will  be  possible  than  under  the 
present  organization.  This  consolidation  of  the  hand  blockmen  gangs  will 
in  no  way  affect  the  periodic  intervals  of  cleaning.  Assuming  that  the 
gangs  in  districts  Nos.  9  and  10  were  consolidated  on  the  basis  of  the  August 
1st  assignments,  this  would  give  four  teams  to  a  gang  organization  of  seven 
men.  According  to  the  present  work  program,  there  are  six  regular  hand 
blockmen  routes  in  districts  Nos.  9  and  10.  On  the  present  plan  the  10th 
district  gangs,  on  the  1st  of  August,  would  be  working  on  route  No.  1  of 
that  district  and  the  11th  district  gangs  on  route  No.  1  of  their  district. 

Under  the  proposed  consolidation,  the  combined  gangs  would  work  on 
routes  Nos.  1  and  2  of  district  No.  10  on  the  first  day  and  on  routes  Nos.  1 
and  2  of  district  No.  11  on  the  second  day,  or  on  routes  Nos.  1  to  6  of  dis- 
trict No.  10  during  the  first  three  days  of  the  week  and  routes  Nos.  1  to  6 
of  district  No.  11  during  the  last  three  days  of  the  week.  A  gang  of  three 
men  or  four  men  is  too  small  to  admit  of  proper  compensation   being  paid 
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for  adequate  supervision  and  entirely  too  small  to  permit  of  careful  adjust- 
ment of  team  assignments  to  gangs. 


STREET  CLEANING   DEPARTMENT— DISTRIBUTION  OF   MEN  AND   TEAMS 

AUGUST,   1916 


August  1 


Men    I  Teams 


August  8 


August  15 


Men    I  Teams     Men    I  Teams 


August  22 


I 
Men    I  Teams 


District  No.   1. 

"      2. 

"3. 

"4. 

"      5 . 

"6. 

"7. 

"      8. 

"9. 

"    10. 

"    11. 

"    12. 

"    13. 

"    14. 

"    15. 
Roving  Gang    . 

Night     Gang     . 


5 

3 

6 

3 

6 

3 

5 

3 

4 

2 

4 

2 

4 

2 

3 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

3 

2 

5 

2 

5 

2 

4 

2 

4 

2 

3 

1 

3 

1 

3 

1 

3 

1 

4 

2 

4 

2 

3 

2 

3 

2 

3 

1 

3 

1 

3 

1 

2 

1 

3 

2 

4 

2 

3 

2 

4 

2 

3 

2 

3 

2 

3 

2 

3 

2 

4 

2 

4 

2 

3 

2 

3 

2 

4 

3 

3 

2 

4 

3 

3 

3 

3 

3 

4 

3 

4 

3 

4 

3 

4 

2 

4 

2 

4 

2 

4 

2 

3 

2 

3 

2 

2 

1 

2 

1 

1 

4 

1 

3 

1 

3 

1 

4 

3 

1 

4 

1 

3 

1 

2 

1 

11 

8 

10 

8 

8 

8 

9 

8 

71 


44 


73 


42 


66 


42 


62 


43 
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August  2 

August  9 

August  16 

August  23 

August  30 

Men 

1 

ITeams 

1 

Men 

ITeams 

Men 

1 
ITeams 

1 

Men 

1 
Teams 

1 

Men 

1 

Teams 
1 

District 

No 

.   1 

5 

3 

6 

3 

5 

3 

5 

3 

5 

3 

" 

" 

2 

4 

2 

4 

2 

4 

2 

3 

2 

4 

2 

" 

" 

3 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

" 

" 

4 

4 

2 

4 

2 

4 

2 

3 

2 

4 

2 

" 

" 

5 

5 

2 

4 

2 

4 

2 

4 

2 

4 

2 

" 

" 

6 

3 

1 

3 

1 

3 

1 

3 

1 

3 

1 

" 

" 

7 

4 

2 

4 

2 

3 

2 

3 

2 

4 

2 

« 

« 

8 

3 
4 

1 

9 

3 
4 

1 

2 

2 
3 

1 
2 

2 
4 

1 
2 

4 

4 

2 

" 

9 

2 

" 

" 

10 

3 

1 

3 

1 

3 

1 

3 

1 

3 

1 

" 

" 

11 

4 

2 

4 

2 

4 

2 

3 

2 

4 

2 

" 

" 

12 

4 

2 

4 

3 

4 

3 

3 

3 

4 

4 

" 

<< 

13 

3 

2 

4 

2 

4 

2 

4 

2 

4 

2 

" 

" 

14 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

" 

" 

15 

3 

1 

3 

1 

2 

1 

2 

1 

3 

1 

Roving 

Gan 

1 

4 

1 

3 

1 

3 

1 

4 

1 

4 

Gan 

3 
11 

1 
8 

4 
10 

1 

8 

3 

8 

1 

8 

2 
9 

1 
8 

1 
10 

1 

Night 

%    

8 

72 

40 

73 

40 

65 

40 

62 

41 

70 

43 
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STREET  CLEANING   DEPARTMENT-DISTRIBUTION   OP  MEN  AND   TEAMS 

AUGUST,   1916 


August  17 


Men  ITeamsl  Men  ITeams 

!         I 


August  24   I     August  31 


I 

Men  ITeams    Men  ITeams 
I 


District  No. 


1. 

"2. 
"3. 
"A. 
"  5 . 
"6. 
"  7 . 
"8. 
"9. 
"  10. 
"  11. 
"  12. 
"  13. 
"  14. 
"  15. 
Roving  Gang    . 


5 

4 

4 

4 

5 

3 

4 

3 

4 

3 

4 

4 

4 

4 

3 

1 

4 

Night     Gang    11 


6 
4 
4 
4 
4 
3 
4 
3 
4 
3 
4 
4 
4 
4 
3 
1 
4 
10 


4 
4 
4 
4 
5 
3 
4 
3 
4 
3 
4 
4 
4 
4 
3 
1 
1 
10 


74 


42 


73 


42 


66 


40 


67 


43 


69 


44 
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August  4 


I 

Men    I  Teams 


August  11 


Men    i  Teams 

I 


August  18 


I 
Men    I  Teams 


August  25 


Men    I  Teams 


District   No. 


1. 

2, 

3. 

4. 

5. 

6. 

7. 

8. 

9. 
10. 
11. 
12. 
13. 
14. 
15. 


Roving  Gang 


Night  Gang      11 


75 


42 


5 
4 
4 
4 
4 
3 
4 
3 
4 
3 
4 
4 
4 
4 
3 
1 
3 
10 

71 


43 


5 
4 
4 
4 
4 
3 
4 
2 
4 
3 
4 
4 
4 
4 
2 
1 
3 
9 

68 


43 


5 
4 
4 
4 
4 
3 
4 
3 
4 
3 
3 
3 
4 
4 
3 
1 
2 
9 

67 


42 
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August  5 


I 
Men    I  Teams 


August  12 


I 
Men    I  Teams 


August  19 


I 
Men    I  Teams 

I 


August  26 


Men    |  Teams 

I 


Distri( 

:t  No.   1 

" 

'      2 

" 

•      3 

" 

'      4 

" 

'      5 

<< 

'      6 

'  7 
'  8 
'      9 

it 

'  10 
'  11 
'  12 
■  13 
'  14 
'    15 

Rovin* 

I  Gang 

Night  Gan 

g 

6 

3 

6 

3 

5 

3 

5 

3 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

4 

2 

5 

2 

4 

2 

4 

2 

4 

2 

3 

1 

3 

1 

3 

1 

3 

1 

4 

2 

4 

2 

4 

2 

4 

2 

3 

1 

O 

o 

1 

2 

1 

3 

2 

3 

2 

4 

2 

4 

2 

4 

2 

3 

1 

3 

2 

3 

1 

3 

1 

4 

2 

4 

2 

3 

2 

3 

2 

4 

2 

4 

3 

4 

2 

3 

3 

4 

2 

4 

2 

4 

2 

4 

2 

4 

4 

4 

3 

4 

4 

4 

3 

3 

2 

3 

2 

2 

1 

3 

2 

1 

4 

1 

2 

1 

3 

1 

3 

4 

1 

3 

2 

3 

2 

1 

1 

10 

8 

10 

8 

9 

8 

9 

8 

73 


43 


72 


43 


67 


42 


66 


43 
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August  7 

Auerust  14 

August  21 

August  28 

Men 

1  Teams 
1 

Men 

1 

1  Teams 

Men 

1 

1  Teams 

I 

Men 

1 
Teams 

1 

District 

No.   1 

6 

3 

6 

3 

5 

3 

4 

3 

" 

'      2 

4 

2 

4 

2 

4 

2 

4 

2 

u 
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4 

2 

4 

2 

4 

2 

4 

2 

" 
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4 

2 

4 

2 

4 

2 

4 

2 

it 
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5 

3 

3 

1 

4 

3 

5 

3 

" 
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3 

1 

3 

1 

3 

1 

3 

2 

" 

'      7 

4 

2 

3 

1 

3 

2 

4 

2 

ti 
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3 
4 

1 
2 

3 
3 

1 

1 

2 
4 

1 
2 

4 
4 

2 

•• 
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2 

it 

'    10 

3 

1 

o 

1 

3 

1 

3 

1 

" 

'    11 

4 

2 

3 

1 

3 

2 

3 

2 

" 

'    12 

4 

3 

3 

4 

3 

3 

3 

3 

II 

'    13 

4 

2 

3 

1 

4 

2 

4 

2 

" 

'    14 

4 

2 

2 

1 

4 

2 

4 

2 

" 

'    15 

3 

1 

2 

1 

2 

1 

3 

1 

Roving  Ga 

ng     

3 

3 

1 

4 

1 

2 

1 

3 

HTl 

11 

1 

8 

3 
10 

1 

8 

3 

9 

2 
8 

1 
9 

1 

Night  G 

8 

76 

41 

63 

36 

65 

41 

67 

43 
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In  Worcester  the  cost  of  flushing  with  street  railway  car  flushers  amounts 
to  between  13  cents  and  16  cents  per  thousand  square  yards.  No  compre- 
hensive  data  has  yet  been  assembled  which  offers  a  sufficient  basis  for  de- 
termining finally  the  comparative  cost  of  flushing  by — 

1 — Horse-drawn  air  pressure  flushers; 

2 — Horse-drawn  pressure  pump  flushers. 

In  Detroit  the  cost  of  doing  work  by  the  latter  method  is  35  cents  per 
thousand  square  yards  and  by  the  former  method  30.8  cents  per  thousand 
square  yards. 

In  Los  Angeles  the  recent  contract  for  the  cleaning  of  streets  by  the 
vacuum  process  was  made  at  a  unit  price  of  10.5  cents  per  thousand  yards. 

Comparison  of  Flushing  Costs 

Street  cleaning  records  throughout  the  country  have  usually  been  the  last 
cost  records  of  a  department  of  public  works  to  be  placed  on  a  proper  basis. 
Consequently,  it  is  difficult  to  secure  a  very  broad  comparison  of  street 
cleaning  costs.  Certain  audited  cost  figures  developed  on  a  standard  basis 
are.  however,  available  for  comparison  on  the  cost  of  flushing. 

The  cost  of  flushing  with  the  automobile  flusher  in  San  Francisco 
amounted  to  an  average  of  22.6  cents  per  one  thousand  yards.  This  cost  was 
inclusive  merely  of  the  direct  labor  and  operating  supply  charges.  Inasmuch 
as  the  cost  records  shown  in  the  attached  table  allow  approximately  90  per 
cent  overhead  for  fixed  charges,  reserve,  interest,  insurance,  storage  and 
maintenance  it  is  necessary  to  apply  a  90  per  cent  factor  to  the  San  Fran- 
cisco costs  in  order  to  secure  a  basis  for  comparison.  Applying  this  over- 
head the  comparative  costs  per  one  thousand  square  yards  of  street  flushing 
are : 

San  Francisco    42.9  cents 

Worcester,  Mass 20.9  cents 

Rochester,  N.  Y 20.     cents 

Chicago,  111 15.2  cents 

For  the  horse-drawn  air  pressure  flushers  an  overhead  of  approximately 
15  per  cent  has  been  added.  Applying  this  factor  to  the  San  Francisco  cost 
the  cost  of  flushing  with  horse-drawn  air  pressure  flushers  amounts  to  65.85 
cents  per  one  thousand  square  yards.  The  following  table  shows  the  com- 
parative COSts : 

San  Francisco    66.85  cents 

Washington,  D.  C 37.8     cents 

Detroit,   Mich 30.8     cents 

Catch-Basin  Cleaning  and  Flushing 

It  is  recommended  that  the  entire  work  of  catch-basin  cleaning  and  flush- 
ing be  transferred  to  the  bureau  of  street  cleaning.  This  work  is  now 
carried  on  by  the  bureau  of  sewer  cleaning  and  repair.  Superficially,  this 
might  appear  to  be  an  argument  for  the  decentralization  of  the  sewer  work. 
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On  the  contrary,  it  looks  toward  the  concentration  of  street  cleaning  work. 
Catch-hasin  cleaning  and  flushing  both  are  handled  entirely  from  the  street 
surface.  All  of  the  work  of  catch-basin  cleaning  could  be  done  by  the  regular" 
street  cleaning  forces  at  specified  times  throughout  the  year,  it  would  not 
be  necessary,  with  the  conditions  existing  in  San  Francisco,  to  continue  as 
large  a  catch-basin  cleaning  crew  at  work  every  day  throughout  the  year. 
The  advantages  of  the  use  of  machine  cleaners  rather  than  hand  cleaning  has 
been  discussed  in  the  section  of  the  report  dealing  with  the  bureau  of  sewea 
cleaning  and  repairs. 


High  Payment  for  Dumping  Privileges  Criticised 

To  carry  on  the  work  of  a  department  of  public  works,  it  is  necessary 
to  have  dumping  accommodations,  ('lean  dirt  and  debris  and,  in  fact,  all 
solid  dirt  is  valuable  as  fill.  Both  the  bureau  of  street  repairs  and  the 
bureau  of  street  cleaning  at  the  present  time  are  engaged  in  dumping  on 
private  property.  In  certain  instances  the  privilege  of  dumping  is  secured 
without  cost.  In  other  cases  the  right  to  dump  is  seemed  only  at  a  con- 
siderable outlay.  In  this  respect  the  bureau  of  street  cleaning  far  out- 
classes the  bureau  of  street  repair — the  expenditure  during  the  year  by  the 
former  being  practically  fifteen  times  that  of  the  latter. 

In  the  following  tabulation,  the  monthly  expenditures  made  by  the  stiv.-t 
cleaning  department  for  the  period  of  the  last  two  fiscal  years  are  presented: 


DUMPING,  1914-1915 

J.  P.  Holland      Debris  Disposal  Co.      G. 


July   $3.50 

August    .... 

Sept 

Oct 

Nov .... 

Dec 

Jan .... 

Feb 

March    297.40 

April   324.40 

May   292.00 

June    334.20 


$217.00 
212.00 
256.75 
215.75 
170.25 
120.00 
144.00 
157.50 
236.75 
225.25 
183.50 
202.00 

$2,340.75 


W.  Browi 
$346.10 
327.60 
321.20 
315.50 
274.00 
233.20 
258.30 
262.60 


$2,338.50 


$1,248.00 

1915-1916. 
J.  P.  Holland      Debris  Disposal  Co.      G.  W.  Brown 


July $338.40 

August    330.20 

September   453.90 

October 485.40 

November    400.35 

December 434.70 

January    366.90 

February    416.40 

March   494.10 

April     468.60 

May  479.70 

June    474.90 

$5,143.55 


$198.50 
197.50 
176.25 
195.00 
169.50 
153.75 
146.25 
199.00 
185.75 
188.50 
176.50 
153.50 

$2,140.00 
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The  clump  controlled  by  .1.  I\  Holland  is  located  near  the  foot  of  Van 
Mess  avenue.  The  dump  controlled  by  the  Debris  Disposal  Company  is  a 
railroad  trestle  dump,  located  near  the  corner  of  Sixteenth  and  Rhode 
Island  streets.  For  the  privilege  of  dumping,  the  bureau  of  street  cleaning 
pays  to  J.  P.  Holland  30  cents  per  load  of  two  yards.  For  the  privilege  of 
using  the  trestle  of  the  Debris  Disposal  Company,  the  bureau  of  street  clean- 
ing  pays  25  cents  per  load.  The  land  controlled  by  J.  P.  Holland  is  leased 
from  t  he  Southern  Pacific  Co. 

It  is  interesting  to  compare  the  two  methods  of  disposal.  The  method 
:  used  by  the  Debris  Disposal  Company  is  by  far  the  more  expensive  to 
;  operate  on  account  of  freight  rate  and  the  maintenance  of  the  structures 
I  which  have  been  erected  in  order  to  facilitate  direct  dumping  into  the  freight 
i  cars.     Nevertheless,  a   higher  rate  is  charged  by  J.  P.  Holland. 

The  rent  paid  by  J.  P.  Holland  to  the  Southern  Pacific  Company  to  secure 
the  lease  right  is  merely  a  nominal  amount,  the  examiner  was  informed. 
Thus,  it  will  be  seen  that  during  the  year  1915-16  J.  P.  Holland  made  a  clear 
profit  of  more  than  $5,000  on  the  dumps.  There  is  absolutely  no  reason  why 
the  city  ami  county  of  San  Francisco  cannot  secure  these  rights  directly 
from  the  property  owners.  The  mere  fact  that  the  low  ground  controlled 
'  by  the  Southern  Pacific  Company  near  the  foot  of  Van  Ness  avenue  needs 
fill  should  in  itself  have  suggested  negotiations  for  the  right  to  dump  in 
that  particular  location.  The  filled  ground  is  much  more  valuable  than  the 
'  low  ground  in  tliat  section. 

Dump  or  fill  is  worth  from  iy2  to  10  cents  per  cubic  yard — or  15  to  20 
,  cents  per  load — depending  upon  location  and  the  labor  involved  in  the 
spreading.  On  the  Holland  dump  the  city  not  only  pays  30  cents  per  load 
for  the  privilege  of  dumping,  but  maintains  regularly  one  employee  during 
the  night  and  one  employee  during  the  day  in  order  to  spread  the  dumped 
material  and  equalize  the  fill  in  the  low  places.  Adding  the  cost  of  the 
dump  foremen's  wages,  the  unit  cost  per  load  for  use  of  the  Holland  dump 
1  exceeds  42  cents  per  load.  An  efficient  business  organization  would  not  only 
not  have  paid  for  the  privilege  of  dumping  but  would  have  secured  a  fair 
return  for  the  value  of  the  fill.  The  difference  between  what  the  city  is  now 
paying  out  and  what  the  city  should  have  received  for  this  fill  exceeds  50 
cents  per  load. 

The  situation  at  the  Debris  Disposal  Company  plant  is  somewhat  different. 
There  is  little  doubt,  however,  but  that  a  more  industrious  search  for  dump- 
ing location  and  the  use  of  the  trestle  dump  at  the  old  incinerator  plant 
•  would  almost  entirely  eliminate  the  necessity  for  continuing  the  payment  of 
25  cents  per  load  to  the  Debris  Disposal  Company  for  the  use  of  its  dump 
trestle. 

It  is  recommended  that  this  question  be  given  immediate  attention  by  the 
board  of  public  works. 
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Charter  Provision  on  Hand  Labor  Criticised 


Article  6,  Chapter  2,  Section  29  of  the  charter  provides  that  the  depart- 
ment of  public  works  in  organizing  the  street  cleaning  force  shall  give 
preference  to  hand  labor.  This  kind  of  provision  has  no  place  in  a  properly 
drawn  city  charter.  It  has  undoubtedly  been  responsible  for  much  of  the 
difficulty  which  the  officials  of  the  department  of  public  works  have  experi- 
enced in  attempting  to  secure  adequate  street  cleaning  equipment.  Hand 
cleaning  is  an  essential  and  necessary  part  of  a  street  cleaning  organiza- 
tion, but  economy  and  efficiency  in  the  cleaning  of  streets  can  never  be 
secured  if  a  preference  in  favor  of  that  type  of  cleaning  is  insisted  upon. 
The  two  factors  which  should  determine  methods  of  administration  are :  cost 
and  quality  of  work.  Questions  of  unemployment,  or  the  employment  of 
men  who  would  otherwise  become  charges  upon  the  city's  charity,  are  ques- 
tions which  should  be  settled  on  their  individual  merits.  In  this  connection, 
it  should  be  remembered  that  the  total  employed  force  of  the  street  cleaning 
department  is  but  260  men.  If  the  problem  of  unemployment  in  the  city  of 
San  Francisco  can  be  materially  affected,  one  way  or  the  other,  by  the  use 
of  the  street  cleaning  force  as  an  eleemosynary  agency,  the  question  of  un- 
employment will   never  be  an  important   problem. 

Street  Cleaners'  Uniforms 

It  is  recommended  that  all  street  cleaners  be  placed  hi  uniform.  The 
advantages  of  requiring  a  street  cleaning  force  to  wear  uniforms  may  be 
summarized  as  follows : 

1 — Conspicuous  uniforms  for  the  blockmen  (white  wings  i  are  a  protec- 
tion to  the  men  while  at  work; 

2 — The  uniform  is  an  effective  agency  in  securing  discipline,  particularly 
through  the  co-operation  of  citizens; 

3 — The  uniform  adds  to  the  morale  of  the  force  and  has  invariably  re- 
sulted in  an  increase  in  individual  efficiency  ; 

4 — The  differentiation  in  uniforms  instills  into  the  administration  a  rank- 
ing relation,  which  in  turn  has  a  tendency  to  excite  the  ambition  of 
the  employees  to  gain  promotions. 

Several  attempts  have  been  made  by  the  officials  of  the  department  of 
public  works  to  place  the  street  cleaning  force  in  uniform,  but  the  recom- 
mendations were  invariably  turned  down  on  the  ground  that  it  would  be  an 
injustice  to  the  men.  Just  why  the  uniforming  of  the  street  cleaning  force 
would  be  an  injustice  to  the  men  is  difficult  to  understand — provided,  of 
course,  that  the  city  contributed  at  least  part  of  the  cost  of  the  uniforms. 
Conspicuous  uniforms  are  the  best  health  insurance  a  street  cleaner  cant 
carry.  The  principle  of  putting  the  blockmen  into  white  uniforms  is  the! 
same  as  that  which  caused  the  cities  of  New  York,  Washington,  Philadelphia 
and  others  to  purchase  white  raincoats  for  their  traffic  officers  for  use  onj 
dark  rainy  days. 
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Grading  Wages 

One  of  the  most  effective  means  of  increasing  the  individual  efficiency  of 
the  street  cleaning  force  is  by  grading  the  wages  of  employees  so  that  the 
more  efficient  workers  receive  a  greater  wage.  With  a  minimum  rate  of 
wage,  which  so  nearly  approaches  the  maximum  value  of  service  rendered, 
it  is  extremely  difficult  to  effect  any  gradation  in  wages.  Three  dollars  a 
day  for  street  cleaners,  the  minimum  rate  of  wage  provided  in  the  charter, 
'does  not  permit  of  much  gradation  in  wages.  The  only  grading  now  in  use 
is  in  the  differentiation  between  ordinary  cleaners  and  working  foremen  of 
hand  cleaning  gangs.     These  men  receive  $3.50  per  day. 

The  question  of  the  effect  of  the  minimum  wage  provision  has  already 
been  discussed  in  the  section  of  the  report  relating  to  civil  service.  Assuming 
that  prevailing  rates  warrant  the  payment  of  $3.00  a  day  for  able-bodied 
labor,  there  are  other  related  questions  which  need  consideration,  particularly 
as  these  provisions  affect  tin1  street  cleaning  force. 

Many  employees  now  on  the  rolls  of  the  bureau  of  street  cleaning  cannot 
be  classed  as  able-bodied  laborers.  A  certain  part  of  the  work  of  street 
cleaning  can  he  performed  by  men  who  are  not  100  per  cent  efficient  as 
able-bodied  laborers  without  any  increased  cost  of  carrying  on  the  work  if 
the  rate  of  pay  is  adjusted  to  the  working  abilities  of  the  employees. 

In  order  to  secure  economy  in  the  handling  of  the  labor  forces  with  a 
$3.00  a  day  prevailing  rate  for  able-bodied  labor,  it  is  necessary  either  to 
secure  a  working  force  every  man  of  which  is  able  to  perform  a  full  day's 
work  or  to  establish  a  prevailing  rate  of  $3.00  a  day  minimum  for  able- 
bodied  labor  and  a  compensated  rate  for  employees  who  are  unable  to  per- 
form a  full  day's  service. 

Type  of  Waste  Cans 

One  of  the  contributing  causes  of  littered  streets  in  San  Francisco  is 
the  type  of  waste  receptacle  provided  by  the  street  cleaning  department. 
The  newer  cans  of  the  so-called  Denver  type  are  much  superior  to  the  old 
cans.  The  old  cans  are  so  designed  that  a  cover  must  be  lifted  in  order  to 
get  any  bulky  material  into  the  can.  As  a  consequence,  much  good  inten- 
tion on  the  part  of  the  public  goes  for  naught  and  newspapers  and  litter  are 
scattered  all  over  the  streets. 

Any  waste  receptacle  for  street  comers  which  cannot  be  used  without 
inconvenience  is  inefficient.  In  order  to  get  the  co-operation  of  the  public 
in  keeping  litter  and  newspapers  and  ordinary  trash  out  of  the  streets,  the 
equipment  must  be  so  designed  that  no  trouble  is  involved  in  following  the 
street  cleaning  regulations. 

It  is  recommended  that  the  older  type  of  waste  cans  be  eliminated  as 
quickly  as  possible  and  that  the  possibility  of  substituting  a  hood  cover, 
opening  at  one  side,  for  the  present  tight  hinge  covers  on  the  old  caus,  be 
given  careful  consideration. 


594  San  Francisco 

BUREAU  OF  SEWER   CLEANING  AND   REPAIR 

The    work    of    this    division    consists    of    making    repairs    to    sewers    ai 
reconstructing  sewers  (departmental  labor  gangs)  ;  the  cleaning  and  fiushii 
of  sewers  and  the  cleaning  and  hushing  of  catch-basins.     This  bureau  al 
has  charge  of  the  two  sewage  pumping  stations.     The  executive  direction 
this  work  is  vested  in  a  superintendant. 

Organization 

The   organization   of  the   bureau   of  sewer   cleaning   and   repair    may   hi 
divided  into  the  following  principal  divisions : 
Administration ; 
Office  and  yard; 
Cleaning ; 

Reconstruction  and  repair; 
Pumping. 
A  summary  of  the  personal  service  is  as  follows: 
Administration — 

Superintendent; 
Assistant  superintendent. 
Office  and  yard — 

Assistant  superintendent  ; 

2  night  watchmen. 
Cleaning — 

Flushing : 

3  sewer   cleaners; 
3  hydrantmen ; 

3  single  teams  with  drivers. 
Cesspools : 

1  foreman ; 
12  laborers; 
6  teams  with   drivers. 
Sewers : 

1  foreman ; 

12  sewer  cleaners; 

6  windlassmen; 

2  double   teams   with    drivers. 
Reconstruction  and  repair — 

Reconstruction : 
2  foremen; 

5  bricklayers; 

7  hodcarriers ; 

13  cribbers; 

4  laborers; 

2  double  teams  with  drivers ; 
4  single  teams  with  drivers. 

Small  repairs : 

2  laborers   in   charge; 

6  cribbers; 
2  single  teams  with  drivers. 

(part  time). 
Pumping — 

1  pumpman. 
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Lack  of  Complete  Jurisdiction  Criticised 

It   will  be  ooted   from  the  attached  organization  charts  that  the  work  of 
Constructing  side  sewers  which  are  the  house  sewer  connections  to  the  main 
jewers  and   laterals  is  within  the  jurisdiction  of  the  bureau  of  streets. 

This  work  is  essentially  a  part  of  the  general  sewer  maintenance  problem 
and  should  unquestionably  be  placed  in  the  same  general  organization  unit 
.and  subject  to  the  same  supervisory  control  as  the  other  sewer  maintenance 
j^ork. 

As  has  hem  pointed  out  in  other  sections  of  this  report,  there  is  no  place 
n  a  properly  organized  department  of  public  works  for  such  an  organiza- 
ion    as   the    bureau    of   streets. 

The  cleaning  of  the  side  sewer  work  within  the  jurisdiction  of  the  bureau 
|i)f   streets   is   a    typical    example    of   the    decentralization    of   the    functional 
ictivities  of  the  department  which  must  be  accomplished  in  order  to  provide 
la  jurisdiction   for  the  bureau  of  streets. 

flushing  Organization  Criticised 

At  the  time  the  survey  was  made  the  flushing  gang  organization   (three 

rangs)    consisted   of  a   single   team,   a   hydrant   man  at  $3.50   a   day,   and   a 

lusher  at  $5  per  day.     The  work  of  these  crews  consisted  of  flushing  sewers 

ind  catch-basins,  and  the  examination  of  sewers  in  order  to  determine  the 

j  lecessity  for  cleaning  or  repair. 

It  is  recommended  that  the  gang  organization  be  reduced  to  two  men 
md  that  wherever  necessary  to  have  subsurface  inspections  made,  that  the 
rangs  be  consolidated  or  additional  employees  assigned  temporarily  in  order 
o  insure  a  proper  factor  of  safety  for  the  men  working  underground. 

Hatch-Basin  Cleaning  Methods  Criticised 

To  secure  economy  in  the  cleaning  of  catch-basins,  careful  planning  of 
outes  is  essential.  Very  little  preliminary  inspection  upon  which  an 
•ffective  routing  of  the  catch-basin  cleaning  gang  could  be  based  is  now 
nade. 

For  that  reason  it  was  not  surprising  when  a  field  inspection  of  this 
vork  was  made  to  find  that  many  of  the  catch-basin  cleaning  crews  were  at 
vork  cleaning  out  catch-basins  which  were  half  or  less  than  half  full.  As 
>ne  of  the  principal  factors  in  the  cost  of  catch-basin  cleaning  is  traveling 
I  ime  and  time  consumed  in  preparing  to  do  the  work,  it  is  essential  that  the 
vork  be  concentrated  on  catch-basins  which  are  full  and  which  need  deali- 
ng out. 

With  one  exception,  none  of  the  gangs  whose  work  was  inspected  were 
ngaged  in  cleaning  catch-basins  where  the  work  could  not  with  safety  have 
teen  delayed  for  a  number  of  months. 

It  is  recommended  that  before  an  assignment  to  routes  for  catch-basin 
leaning  be  made,  that  the  foreman  in  charge  of  the  work  be  required  to 
aspect    the    catch-basins    and    sound   the    depth    of   the    sediment.      With    a 
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catch-basin  capacity  of  iy2  yards  of  material,  no  attempt  to  clean  should 
be  made  unless  the  basin  contains  at  least  one  cubic  yard  of  sediment. 

Catch-Basin  Locations   Criticised 

It  was  noticed  that  a  number  of  catch-basins  had  been  provided  at  stree 
intersections  which  were  drainage  peaks.  This  is  wholly  unnecessary  anc 
results  not  only  in  an  increased  construction  cost,  but  an  increased  cost 
maintenance  in  the  cleaning  which  is  required.  Surface  water  flows  ink 
catch-basins  at  street  intersections  on  hillsides  at  such  a  velocity  that  the 
effect  of  the  catch-basin  is  materially  decreased.  Moreover,  the  fact  thai 
the  surface  water  often  could  be  carried  to  the  bottom  of  the  hill  or  at 
least  a  lower  elevation  before  reaching  an  inlet,  avoids  the  necessity  of  the 
construction  of  any  catch-basins  in  such  positions. 

Teams 

At  the  time  the  survey  was  made,  the  bureau  of  sewer  cleaning  and  repair 
was  employing  ten  double  teams  at  $6.50  per  day,  and  nine  single  teams  at 
•4)5.75  per  day.     Through  a  proper  co-ordination  of  the  team  work  at  least 
half  of  these  teams  could  be  dispensed  with.     Notwithstanding  the  fact  that 
much  of  the  sewer  catch-basin  and  manhole  work  follows  along  the  line  oil  I 
street   improvements,   the   material   used   by   sewer   construction   forces   mustj 
be  brought  to  the  work  by  the  teams  of  the  bureau  of  sewer  cleaning  and  I 
repair  and  the  material  needed  by  the -street  construction  forces  must  be  I 
brought  to  the  work  by  teams  of  the  bureau  of  street  repair. 

The   work   could   easily    and   should    be    consolidated    so   that    material    foi 
the  sewer  repair  forces,  which  is  brought  from  the  same  corporation  yard  as  I 
that  which  supplies  the  material  for  the  bureau  of  street  repair,  could  bell 
brought  to  the  work  by  the  same  teams. 

Regular  Assignment  of  Teams  Criticised 

At  the  time  the  survey  was   made   sixteen   employees    (out  of  a  total  of  j 
seventy-four)   were  absent  on  vacations.     This  condition  resulted  in  a  situa-jl 
tion  where  there  was  practically  no  work  for  a  number  of  the  teams.     Three  If 
of  the  double  teams  were  assigned  to  hauling  sand  to  the  corporation  yard 
The  sand  was  hauled  to  an  open  surface  dump  and  dumped  directly  from 
the  wagons.     In  order  to  be  used  it  will  have  to  be  reloaded  by  hand.     The 
time  consumed  in  hauling  and  piling  was  approximately  two  full  weeks  fori 
three  teams,  a  cost  of  (36  x  $6.50)  $234.     This  sand  was  obtained  from  one| 
of  the   street    grading  jobs.      It    is   available   in   any   quantity   all   over   San 
Francisco.     There  was  no  need  for  having  it  hauled  to  the  corporation  yard 
and  stored  there  other  than  to  find  work  for  the  idle  teams. 

The  point  is  made  that  although  no  vacation  allowances  are  granted  toll 
teamsters  in  the  vacation  ordinance  passed  by  the  board  of  supervisors,  the 
assignment  of  teams  to  fill  in  work  of  this  sort  costs  the  city  just  as  much  a? 
if  vacation  allowances  were  granted  to  teamsters.     If  it  is  to  be  the  policy 
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3f  the  board  of  works  never  to  lay  off  any  teams,  it  would  be  far  better  to 
want  vacation  allowances  to  the  teamsters  when  the  other  members  of  the 
gftng  are  receiving  their  vacation  grants. 

Qualifications  for  Superintendent  of  Sewer 
Cleaning"  and  Repair 

The  examiner  was  informed  by  certain  officials  of  the  department  of 
(rablic  works  that  the  bricklayers'  union  insisted  that  the  superintendent  of 
he  bureau  of  sewers  be  a  member  in  good  standing  of  their  organization. 

It  is  needless  to  argue  that  the  necessary  qualifications  for  the  head  of  a 
mreau  of  sewer  cleaning  and  repair  do  not  include  the  qualification  that 
uch  individual  be  either  a  bricklayer  or  a  member  of  the  union  of  that 
rade. 

The  essential  qualifications  for  such  a  position  are  executive  ability,  a 
aiowledge  of  sewer  construction  and  repair  work,  and  a  complete  under- 
tanding  of  methods  of  cleaning.  The  fact  that  any  essential  part  of  a 
ertain  type  of  sewer  construction  is  bricklaying,  should,  in  no  sense  of  the 
?ord.  be  permitted  to  govern  the  selection  of  an  executive  by  limiting  the 
vailable  personnel  to  one  of  that  particular  trade. 

The  question  at  the  present  time  on  account  of  the  limited  jurisdiction 
f  the  bureau  of  sewer  cleaning  and  repair  is  not  of  great  importance,  as 
he  work  being  done  is  comparatively  simple.  However,  the  writer  would 
equest  to  withdraw  the  recommendation  for  the  establishment  of  a  bureau 
f  sewers  organization,  as  indicated  by  the  chart  of  proposed  organization, 
|  this  qualification  for  appointment  were  to  be  continued. 

BUREAU  OF  STREETS 

The  bureau  of  streets  is  made  up  of  a  number  of  disassociated  and  decen- 
•alized  subfunctional  activities.  Its  work  consists  of  the  construction  of  side 
swers;  the  supervision  of  the  replacement  of  pavement  over  side  sewer 
•enches;  the  investigation  of  ordinances  relating  to  the  construction  and 
?pair  of  sidewalks,  retaining  walls,  bulkheads  and  fences;  the  enforcement 
f  ordinances  relating  to  the  drifting  of  sand  on  roadways;  the  drafting  of 
>cal  improvement  assessment  proceedings;  the  issuance  of  street  improve- 
Lent  bonds  and  the  collection  of  installments  and  interest  thereon;  the 
ispection  of  such  general  or  special  complaints  as  may  be  referred  to  the 
iireau  for  action  and  the  inspection  of  permits  for  street  openings   (cuts). 

In  the  section  of  this  chapter  of  the  report  dealing  with  the  organization 
E  the  department  the  recommendation  has  been  made  that  the  bureau  of 
reets  be  abolished.  In  a  properly  organized  department  of  public  works 
lere  is  no  place  for  a  "bureau  of  streets''  organized  along  the  lines  of  the 
resent  bureau.  In  order  to  provide  this  organization  with  work,  parts  of 
ie  proper  activities  of  the  bureau  of  engineering,  the  bureau  of  highways, 
ie  bureau  of  street  cleaning,  the  bureau  of  sewer  cleaning  and  repair  and 
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the   general  office  of  the  department  have  been  cut  out  from  their  prope 
sphere  and  arbitrarily  grouped  within  the  jurisdiction  of  this  bureau. 

Divisions  Should  Be  Distributed  to  Other  Bureaus 

The  side  sewer  division  should  be  part  of  the  bureau  of  sewers ;  the  con 
trol  over  the  drifting  of  sand  on  the  streets  is  essentially  a  street  cleaning  o 
a  highways  function.  The  supervision  of  the  repair,  replacement  and  restora 
tion  of  pavement  over  side  sewer  trenches  is  unquestionably  a  highways  func- 
tion. The  preparation  of  proceedings  for  local  improvement  assessment 
belong  with  the  division  of  the  general  organization  or  the  bureau  of  en 
gineering  engaged  in  the  preparation  of  the  other  assessment  proceedings 
Issuance  of  deferred  payment  bonds  and  the  collection  of  installment 
thereon  belong  rightly  to  the  accounting  and  recording  division  of  the  d< 
partment,  more  properly,  however,  to  the  general  tax  collecting  office  of  th 
city.  The  investigation  of  general  and  special  complaints  belongs  either  t 
the  functional  organizations  having  to  do  with  the  general  class  of  wor 
complained  of  or  to  the  general  administrative  office.  The  control  of  side 
walk  construction  and  repair  belongs  either  to  the  bureau  of  engineering  o 
to  the  bureau  of  highways  now  charged  with  the  construction  of  sidewalk 
financed  by  general  city  funds. 

No  more  striking  example  of  organization  based  upon  arbitrary  distim 
tions  and  methods  of  financing  rather  than  kinds  and  quality  of  work  ca 
be  found  than  in  the  present  organization  and  functions  of  the  bureau  o 
streets.  The  mere  fact  that  side  sewers  are  paid  for  by  the  property  owne 
on  a  fee  basis  and  the  repair  and  reconstruction  of  sewers  is  paid  by  th 
city  at  large  is  obviously  no  reason  why  the  field  activities  incident  to  th 
carrying  on  of  this  work  should  be  completely  decentralized.  The  sara 
logic  applies  to  the  other  activities  of  the  bureau  of  streets,  i.  e.,  sidewfl 
inspection,  preparation  of  assessment  proeeedings  and  control  of  as-'  ssmei 
bonds. 

Jt  is  recommended  that  the  bureau  of  streets  be  completely  eliminate 
from  the  organization  of  the  department  and  the  subfunctional  activities  no1 
carried  on  within  its  jurisdiction  be  delegated  to  those  bureau  organizatior 
to  which  they  rightly  belong. 

Side  Sewer  Construction 

Side  sewers,  so-called,  are  the  house  connections  made  to  main  sewers 
laterals.  This  work,  at  the  present  time,  is  under  the  jurisdiction  of  th 
bureau  of  streets  and  carried  on  by  the  forces  of  the  "side  sewer  depfl 
nient. "  The  cost  of  doing  this  work  is  charged  against  the  special  depos 
fund  made  up  by  deposits  received  from  permits  issued  for  the  constructio 
of   side   sewers. 

During  the  past  two  years  the  problem  of  side  sewer  construction  hi 
been  considerably  discussed.  The  question  has  often  been  raised  by  officia 
of  the  department,  by  contractors  and  citizens,  as  to  the  necessity  for  tt 
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.continuation  of  a  side  sewer  department,  alleging  that  side  sewers  could  be 
constructed  at  a  smaller  cost  at  the  time  the  main  sewer  was  laid  in  the 
street.  The  officials  of  the  side  sewer  department  deny  that  the  cost  of  con- 
structing sew  crs  by  th.'  side  sewer  department  is  any  greater  than  the  cost 
of  constructing  side  sewers  during  the  course  of  the  contract.  The  fact  that 
the  side  sewer  department,  in  constructing  side  sewers,  or  making  side  sewer 
connections  t«»  main  sewers,  does  not  furnish  any  material,  simply  using  the 
material  furnished  by  the  plumber  or  contractor,  made  it  impossible  to 
determine  accurately  the  difference  in  costs  from  the  records  available.  It 
,must  he  assumed,  however,  that  the  contractor  constructing  side  sewers  in 
connection  witli  the  construction  of  a  main  sewer,  could  do  the  work  more 
■cheaply.  Whether  or  not  competition  in  sewer  construction  would  give  this 
advantage  in  cost  to  the  property  owners  or  simply  increase  the  profits  of 
the  contractor,  is  somewhat  of  a  question.  The  important  point  in  the  con- 
struction of  side  sewers  is  not  so  much  one  of  cost  of  that  particular  under- 
taking, but  of  tlie  subsequent  result  and  indirect  burden  of  cost.  Where 
side  sewers  are  not  constructed  at  the  time  the  sewer  proper  is  being  con- 
structed, any  subsequent  construction  necessitates  the  cutting  of  the  street 
pavement  if  the  street  be  paved  and  excavating  the  street  in  order  to  expose 
the   sewer   connection. 

The  following  tabulation  of  side  sewers  on  two  streets  selected  at  random 

from    a    list    prepared    by   the   officials   of  the   bureau   of   engineering,   shows 

the  number  of  times  the  street  had  been  cut  in  order  to  permit  side  sewer 

.  2onnections   after  the   completion   of  the   main  sewer.     One   of  the   greatest 

.liffieulties  in  highways  maintenance  is  the  proper  restoration  of  cuts.     The 

most   effective   measure   in  reducing  the  problem   of  cut  maintenance   is   re- 

.  iucing  the  number  of  cuts.     Construction  of  side  sewers  at  the  time  of  the 

poiistruction  of  the  main  sewer  would  reduce  materially  the  number  of  the 

;  2Uts  required  to  be  made. 

SIDE  SEWERS 


No.  of 
\ccount 

^8368* 
U504t 
!1725v 
!1819y 
!1871t 
!1997v 
!2093v 
!2293t 
!2510t 
!2780f 
I9863:c 
31242t 
'1575t 
!2064t 
12276 1 
:2875v 
:1423* 


LOCATION 


DATE 


Amt. 
Cost 


Winfield  ave.  bet.  Coso  and  Esmeralda 
12th   ave.    bet.    Balboa    and    Cabrillo 


18th   ave.    bet.    Balboa   and   Cabrillo 


Elsie  bet.  Coso  ave.  and  Esmeralda 

street  work  in  progress- 


Footnote:  No.  19863 
*Unimproved. 
tBituminous. 
^Concrete. 


i     Oct.  17,  1913 

$8.75 

Nov.   15-16-17,   1915 

57.25 

Dec.   31,   1915— Jan.   1,  1916               26.40 

Jan.  29-31,  1916 

28.25 

Feb.  18-19,  1916 

24.75 

Mar.  17-18,  1916 

26.25 

Apr.   4-5,   1916 

26.75 

May  4-5-6,  1916 

47.65 

June  7-8,  1916 

21.90 

Aug.  13-14,  1916 

Not  complete 

Sept.  29-30,  Oct.  1,  1914 

37.20 

Sept.  20-21,  1915 

30.00 

Dec.  7-8-9,  1915 

54.25 

Mar.  31— Apr.  1,  1916 

30.55 

May  9-10,  1916 

27.30 

(Deposit  Aug.  30,  1916) 

Not  completed 

Oct.  28-29-30,  1915 

22.no 

-concrete  only  replaced. 
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Need  for  Engineering  Supervision 


The  side  sewer  department  is  not  now  under  the  supervision  of  the  sewer 
engineers  of  the  bureau  of  engineering. 

The  proposed  organization  recommends  the  abolition  of  the  bureau  of 
streets  and  the  merging  into  one  organization  of  all  sewer  work.  At  the 
present  time  the  officials  of  the  bureau  of  engineering  state  that  the  side 
sewer  department  seldom,  if  ever,  requested  locations  of  "Y's"  and  branches 
put  into  the  main  sewers  solely  for  the  purpose  of  providing  a  means  for 
attaching  side  sewer  house  connections.  As  a  consequence,  in  much  of  the 
work  carried  on  by  the  side  sewer  division,  new  taps  were  made  in  the  sewer 
lines.  This  condition  is  a  case  in  point,  exemplifying  the  lack  of  co-ordina- 
tion in  the  present  organization  and  the  ineffective  use  of  the  engineering 
force  now  available  in  the  department  of  public  works  as  supervisory  engi- 
neering executives. 

Contract  Prices  on  Permit  Repairs 

The  restoration  of  all  pavements  over  permitted  openings  is  handled 
through  a  special  contract.  These  restorations  include  the  restoration  of 
pavements  over  side  sewer  trenches  and  the  repair  of  any  pavement  dam- 
aged by  virtue  of  the  authorization  granted  through  the  issuance  of  other 
public  works  permits. 

The  contractor  also  holds  contract  with  the  Pacific  Gas  Company  and 
other  corporations  for  the  restoration  of  pavements  torn  up  by  these  corpor- 
ations in  constructing,  replacing,  extending  or  repairing  their  substructure 
lines.  The  contract  for  this  work  was  awarded  .June  30,  1914;  the  prices 
vary  from  6  cents  to  17  cents,  inclusive,  per  square  foot,  depending  upon 
the  kinds  of  pavement  to  be  replaced.  For  the  construction  of  all  pavements 
where  a  concrete  foundation  is  required,  the  price  bid  is  an  over-all  price 
per  square  foot  of  completed  section,  including  both  foundation  and  topping. 

Change  in  Bid  Items  Recommended 

The  best  practice  in  restoring  asphaltic  pavements  and,  in  fact,  all  pave 
ments  or  trenches  where  the  opening  has  been  made  in  a  pavement  sup- 
ported on  a  concrete  foundation,  requires  the  cutting  back  of  the  surface 
for  a  space  of  from  2  to  6  inches  beyond  the  juncture  of  the  old  concre 
foundation,  with  the  new.  This  practice  is  sometimes  followed  and  at  oth 
times  the  juncture  of  the  topping  is  coincident  with  the  juncture  of  the 
foundation.  In  all  cases,  payment  is  based  on  a  surface  area  measurement, 
which  means  that  in  all  cases  where  the  topping  has  been  cut  back  beyond 
the  juncture  of  the  new  foundation  with  the  old,  the  price  paid  includes  a 
bid  item  for  the  construction  of  a  concrete  foundation. 

It  is  recommended  that  in  all  cases  the  contractor  be  required  to  cut  back 
the  topping  for  a  space  of  at   least  2  inches  beyond  the   grade   line   in  the 
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old  concrete  foundation,  and  that  the  contract  be  adjusted  so  that  a  price 
Lwill  be  paid  on  line  items,  segregating  concrete  foundation  cost  from  the 
stopping  or  surfacing  cost. 

Side  Sewer  Pavement  Repair  Contract 

As  the  <»nly  pavement  maintenance  contract  in  force  at  the  time  of  the 
j 'survey  was  the  contract  agreement  with  P.  J.  Gartland  for  the  restoration 
I  of  pavement  over  side  sewer  trenches,  special  attention  was  given  to  de- 
itermining  the  efficiency  of  the  work,  the  accuracy  of  the  measurements  and 
I 'the  certifications  for  payment.  The  result  of  the  inspection  shows  that  the 
■work   being  clone   under  this  contract   is  generally  well  done   and  compares 

favorably  with  any  maintenance  work  being  carried  on  in  the  city.  As  has 
J' been  pointed  out  in  the  section  of  the  report  dealing  with  the  bureau  of 
I  street  repairs,  the  price  bid  under  this  contract  for  the  restoration  of  pave- 
j.ment   over  side  sewer  trenches  is  less  than  the  cost  of  doing  similar  work 

by  departmental  labor. 

The  locations  shown  on  the  voucher  for  the  month  of  May,  1916,  were 
I {analyzed  and  a  special  inspection  made  of  sixty-five  locations.  The  results 
[[showed  that  little  care  had  been  taken  in  locating  patches.  In  a  majority 
j  of  the  cases,  the  measurements,  while  not  as  accurate  as  might  be  desired, 
liwere,  however,  within  the  realms  of  acceptable  accuracy.  Some  of  the 
i  repaired  areas  reported  as  certified  for  payment  could  not  be  found  at  the 
;  locations  stated.  This,  it  was  assumed,  was  due  to  mistakes  in  describing 
,  locations. 

Retaining  of  Deposits  on  Street  Opening  Permits  Commended 

One  of  the  most  serious  problems  with  which  the  highways  officers  of 
[the  department  of  public  works  has  to  contend  is  the  damaging  of  street 
.  pavement  and  the  granting  of  permits  to  corporations,  plumbers  and  others, 
'  permitting  them  to  open  the  streets  in  order  to  construct  or  repair  various 
I  kinds  of  superstructures. 

Difficulty  in  back-filling,  in  laying  foundations  and  in  restoring  the  small 
areas  of  pavement,  have,  in  many  cities,  led  to  a  situation  whereby  the 
principal  factor  of  maintenance  on  many  streets  was  that  caused  by  subse- 
quent sinking  of  restored  cuts.  It  may  be  stated  that  faulty  workmanship 
in  back-filling  and  in  laying  foundations  over  cuts  cannot  be  invariably 
determined  at  the  time  the  Avork  is  done  no  matter  how  good  the  inspection. 
For  that  reason,  it  is  always  desirable  to  withhold  the  refunding  of 
deposit  amounts  until  sufficient  time  has  elapsed  to  determine  accurately 
whether  or  not  the  work  was  properly  done.  The  department  of  public 
works  has  instituted  a  practice  whereby  these  deposits  are  held  for  a  period 
of  two  years,  at  the  end  of  which  time  an  inspection  is  made,  and,  if  the 
work  then  appears  to  be  in  sound  condition,  a  refund  is  made,  otherwise  an 
additional  repair  charge  is  made  against  the  amount  of  the  deposit. 
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Method  of  Temporary  Repairs   Over  Pavement 
Cuts  Criticised 

It  is  suggested  that  the  department  revise  its  rules  and  regulations  gov- 
erning temporary  repairs  over  permitted  openings  in  the  streets. 

During  the  course  of  the  survey  a  great  many  instances  were  noted 
where  the  cuts  made  in  the  street  pavement  by  virtue  of  the  authorization 
granted  by  department  of  public  works  permits  were  so  poorly  repaired  that 
traffic  was  seriously  inconvenienced.  These  temporary  repairs  consisted  of 
broken  asphalt,  sand,  broken  concrete  and  general  debris.  This  kind  of 
temporary  repair  not  only  inconveniences  traffic,  and  at  times  creates  a 
dangerous  condition,  but  adds  materially  to  the  cost  of  street  cleaning. 

In  view  of  the  fact  that  permits  issued  by  the  department  grant  a  special 
privilege  to  a  particular  individual  or  eorporation  to  the  inconvenience  of 
the  community  at  large,  it  is  only  reasonable  to  expect  that  as  little  incon- 
venience as  is  possible  will  follow.  In  any  event,  the  least  which  should 
be  required  would  be  that  every  permittee  so  repair  the  cuts  temporarily 
by  planking  or  the  laying  of  brick  or  blocks  that  traffic  will  not  be  forced 
to  seek  other  routes  in  order  to  avoid  serious  inconvenience  or  dangeroul 
conditions. 

Building  Material  Permits  Poorly  Controlled 

Building  material  permits  are  issued  in  the  cashier's  office  and  insp 
by  the  street  inspectors  of  the  bureau  of  streets.  These  permits  grant  to 
builders  the  right  to  store  building  materials  on  the  sidewalks  and  the 
streets.  The  storage  of  building  materials  on  the  streets  and  sidewalks 
during  the  course  of  the  construction  of  new  buildings  is  one  of  the  neces- 
sary evils  of  construction  work.  These  permits  grant  to  builders  and  prop- 
erty owners  special  privileges.  The  result  is  usually  a  considerable  incon- 
venience to  both  pedestrian  and  street  traffic,  and  invariably  increases  the 
cost  of  street  cleaning.  If  the  regulations  now  in  force  for  the  control  of 
the  storage  of  buildings  during  operations  were  actually  enforced,  the  in- 
convenience to  traffic  would  be  less  and  the  effect  on  street  cleaning  costs 
reduced. 

During  the  various  inspection  tours  a  great  many  instances  were  noted 
where  builders  had  not  protected  the  building  material,  had  not  confined 
the  storage  space  to  the  amount  authorized  in  the  permit  and  were  mixing 
concrete  and  mortar  directly  on  the  pavement  surface.  In  fact,  not  a  single 
building  operation  was  found  where  the  terms  of  the  regulations  were  being 
strictly  adhered  to. 

Jt  is  recommended  that  an  ordinance  for  the  control  of  building  materia 
storage  be  passed  and  a  copy  issued  to  each  permittee,  and  that  the  permit 
inspectors  be  instructed  to  enforce  strictly  the  provisions  controlling  the 
protection  of  materials  stored.  The  permits  should  be  issued  at  the  same 
time  as  the  building  construction   permits  are   issued   and   by   the   same   office. 
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Change  in  Charge  Recommended 

If  is  farther  recommended  that  an  ordinance  be  passed  authorizing  a 
continuing  charge  for  the  storage  of  building  material  in  addition  to  the 
Original  fee  charged.     The  total  permit  charge  should  consist  of  two  parts-. 

1— A  basic  fee  of  not  less  than  25  cents  per  lineal  foot  of  frontage; 
2— A  fee  based  on  the   number  of  square  feet   of  area  authorized  to  be 
used  as  storage  space. 

These  charges  should  be  sufficient  to  cover  the  cost  of  careful  inspection 
and  the  cost  of  extra  cleaning.  It  is  thought  that  a  charge  of  5  cents  per 
square  foot  per  month  would  be  a  normal  charge  for  the  continuing  fee. 
Such  a  procedure  would  not  only  reimburse  the  city  for  the  extra  street 
cleaning  and  inspectional  work  but  would  act  as  a  deterrent  on  contractors 
and   builders  by  restricting  the  area  of  storage  used. 

Non-Civil  Service  Employees 

All  of  the  street  inspectors  of  the  bureau  of  streets  are  non-civil  service 
employees.  The  payroll  titles  are  "inspector  of  trenches"  and  "inspector 
of  complaints".  The  salaries  of  these  employees  are  charged  against  the 
street  excavation  funds.  There  is  no  reason  why  the  street  inspectors'  po- 
sitions should  be  continued  indefinitely  as  non-civil  service  positions.  The 
qualifications  for  a  street  inspector  are  of  the  kind  well  adapted  to  civil 
service  examinations. 

Subsidewalk  Structure  Fees 

At  the  present  time  the  city  receives  no  revenue  from  street  space  occu- 
pied by  vaults  and  subsidewalk  structures  of  privately  owned  buildings. 
According  to  the  statements  of  city  officials,  the  city  of  San  Francisco  holds 
title  to  the  street  space  in  fee.  If  this  be  the  case,  the  principal  barrier 
Which  has  prevented  many  cities  in  the  East  from  charging  rentals  for  street 
space  occupied  by  privately  owned  vaults  is  at  once  cleared  out  of  the  way. 
It  is  recommended  that  a  study  be  made  of  this  problem,  that  an  historical 
record  of  all  street  space  now  occupied  by  vaults  and  privately  owned  sub- 
sidewalk structures  be  prepared,  and  that  a  rental  based  upon  a  fail-  return 
for  space  occupied  be  charged. 

As  implied  in  the  foregoing  paragraph,  many  cities  throughout  the  coun- 
try have  attempted  to  assess  a  rental  for  street  space  occupied  with  vaults 
and  subsidewalk  structures.  In  several  cases,  of  which  the  Chicago  and 
Philadelphia  experiences  are  typical,  these  efforts  have  met  with  little  suc- 
cess on  account  of  the  fact  that  titles  to  the  street  space  were  not  always 
in  fee,  but  in  many  cases  merely  easements.  From  much  of  the  subsidewalk 
space  a  valuable  return  to  the  property  owners  is  secured.  Restaurants, 
barber   shops,   etc.,    often   have   quarters   directly   under   the   sidewalk.      The 
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surface  land  belongs  to  the  city,  and  private  property  owners  making  use 
of  this  space  should  be  required  to  pay  a  fair  return  to  the  city  for  the 
privilege  of  occupancy. 

Assessments  for  Local  Improvements 

All  proceedings  for  ordinary  local  improvements  initiate  in  the  assess- 
ment division  of  the  bureau  of  streets.  The  assessment  division  of  the  bureau 
of  streets  apportions  the  assessment  for  ordinary  street  and  sewer  improve- 
ments against  the  various  properties  along  the  line  of  the  improvements 
This  procedure  is  controlled  by  charter  and  ordinance  provisions.  In  the 
preparation  of  these  proceedings  draftsmen  and  clerical  service  are  required. 
The  proceedings  are  well  prepared. 

It  is  claimed  by  the  bureau  of  engineering  that  much  of  the  delay  in  the 
completion  of  the  assessment  proceedings  arises  in  the  bureau  of  streets  pro- 
cedure. This  may  or  may  not  be  true,  but  there  is  no  doubt  that  the  time 
taken  in  the  completion  of  assessment  proceedings  could  be  reduced,  and  to 
this  end  it  is  recommended  strongly  that  the  assessment  work  be  centralized 
in  one  division.     (See  chart  of  proposed  organization.) 

Inequality  of  Assessment  Provisions  Criticized 

In  the  provisions  of  the  present  charter  which  control  the  apportioning 
of  the  cost  of  local  improvement  assessments,  it  is  provided  that  the  cost 
of  all  pavement  work  be  assessed  against  owners  of  abutting  property  oi 
a  frontage  basis.  Of  all  the  provisions  for  determining  the  apportionment 
of  local  improvement  assessments  according  to  the  so-called  benefits  thera 
is  no  provision  more  inequitable  than  that  which  requires  an  arbitrary  dis- 
tribution of  the  charge  according  to  a  frontage  basis. 

In  the  examination  of  the  files  of  the  assessments  division  of  the  bureau 
of  streets  many  instances  were  found  where  the  injustice  of  this  proceeding 
was  at  once  apparent.  The  same  inequity  was  found  in  the  case  of  sewer 
assessments. 

The  two  following  examples — one  for  sewer  construction  and  the  other 
for  pavement  construction — show  conclusively  the  injustice  in  the  present 
method  of  apportionment. 

A  Sewer  Assessment 

The  proceeding  on  Thirty-eighth  Avenue,  between  Geary  and  Anza  streets, 
consisted  of  the  construction  of  a  12-inch  vitrified  pipe  sewer .  The  total 
cost  of  the  proceeding  amounted  to  $1,142. 

Lot  No.  1,  located  at  the  corner  of  Geary  Street  and  Thirty-eighth  Ave- 
nue, had  a  frontage  on  Thirty-eighth  Avenue  of  100  feet,  a  depth  of  but 
32.6  feet,  a  total  area  of  3,260  feet. 

Lot  No.  20,  immediately  across  the  street,  had  a  frontage  of  100  feet  and 
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a  depth  of  157  feet,  with  a  total  area  of  15,700  square  feet.    The  assessments, 
however,  were  identical  in  amount. 

On  the  other  hand.  Lot  No.  4,  having  an  area  approximately  equal  to 
that  of  Lot  No.  1,  was  assessed  for  exactly  one-fourth  the  amount  assessed 
hgainst  Lot  No.  1.     The  hen.  fits  derived  were  practically  identical. 

Continuing  the  analysis  of  this  same  proceeding  it  is  found  that  Lot 
No.  IS.  extending  oorth  from  the  intersection  of  Anza  Street  and  Thirty- 
eighth  Avenue  tor  a  distance  of  383  feet  on  the  west  side  of  the  street,  was 
assessed  for  an  amount  practically  four  times  as  great  as  the  assessment  for 
Lot  No.  20,  notwithstanding  the  fact  that  Lot  No.  20  had  an  area  prac- 
tically as  great  as  Lot  No.  18. 

A  Pavement  Assessment 

The  paving  proceeding  on  Ocean  Avenue,  between  Kayugo  Avenue  and 
Mission  Street,  is  an  example  of  the  same  inequitable  distribution  in  the  case 
of  a  pavement  proceeding.  Lot  No.  1,  having  an  area  of  approximately 
6,300  feet,  was  assessed  $94.68.  Lot  No.  30,  having  an  area  of  approximately 
3,300  square  feet,  was  assessed  $18.63.  Lot  No.  61,  which  fell  within  the 
scope  of  the  quartering  of  the  assessment,  was  required  to  pay  50  per  cent 
more  than  Lot  No.  62,  immediately  adjacent,  yet  the  area  of  Lot  No.  61 
was  350  square  feet  and  of  Lot  No.  62  was  2,800  square  feet. 

Present  Practice  Wrong  in  Theory 

The  theory  of  this  method  of  assessment — apportionment  by  frontage — 
is  inherently  wrong.  Property  values  depend  upon  two  factors — location 
and  area — and  the  importance  of  the  factor  of  location  determines  the  im- 
portance of  the  factor  of  area. 

All  reconstruction  costs,  both  of  sewers  and  pavements,  are  paid  for  by 
the  city  at  large.  If  it  be  deemed  justice  to  measure  the  benefits  derived 
from  reconstruction  by  a  unit  in  which  property  areas  constitute  an  im- 
portant factor,  it  is  only  reasonable  to  believe  that  the  measurement  of 
benefits  in  determining  the  apportionment  of  a  special  assessment  for  local 
improvement  should  also  consider  the  factor  of  property  area. 

Area  Zone  Basis  Recommended 

It  is  recommended  that  the  charter  provisions  of  assessments  for  local 
improvements  be  repealed.  These  provisions  are  unscientific,  poorly  drawn 
and  absolutely  inequitable  in  their  application.  It  is  further  recommended 
that  a  charter  provision  be  drawn  directing  the  board  of  public  works  to 
apportion  local  improvement  assessments  according  to  benefits,  and  that  all 
such  apportionment  be  made  on  an  area  zone  basis.  The  amount  of  the 
assessment  should  be  prorated  according  to  weights  determined  by  the  dis- 
tance of  the  property  from  the  line  of  the  improvement.     The  amount  of  the 
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assessment  should  be  determined  by  the  area  of  the  property  falling  within 
a  particular  zone.* 

Collection  of  Deferred  Payment  Assessments 

Property  owners  required  to  pay  special  assessments  for  street  paving 
are  permitted,  upon  application,  to  secure  a  deferring  of  the  payments,  so 
that  in  place  of  being  required  to  pay  the  total  amount  of  the  assessment 
upon  the  completion  of  the  work,  the  payments  may  be  distributed  over  a 
period  varying  from  twTo  to  ten  years.  These  deferred  payment  assessments 
initiate  a  procedure  whereby  bonds  (which  are,  in  fact,  certificates  of  in- 
debtedness, recognizing  a  first  mortgage  lien  on  the  property  assessed)  are 
issued  to  contractors  in  lieu  of  cash  payments.  These  bonds  are  negotiable 
security  and  frequently  pass  from  hand  to  hand.  As  the  deferred  payments 
are  collected  the  payments  are,  in  turn,  assigned  through  the  office  of  the 
treasurer  to  the  holder  of  the  bond.  Here  again,  the  inclusion  of  adminis- 
trative detail  in  charter  is  responsible  for  a  decentralization  of  work,  with  its 
consequent  waste  of  time  and  money. 

All  principal  assessments,  such  as  those  for  the  construction  of  the  Twin 
Peaks  Tunnel,  construction  of  main  sewer,  etc.,  are  collected  directly  by  the 
tax  collector's  office,  but  for  some  reason  the  duty  of  collecting  deferred 
payment  assessments  for  public  works  improvements  has  been  delegated  to 
the  board  of  public  works,  with  the  result  that  a  special  procedure,  involved 
and  cumbersome,  must  be  included  in  the  accounting  and  recording  pro- 
cedure of  the  department  in  order  to  satisfy  this  demand. 

BUREAU  OF  STREET  REPAIRS 

The  work  of  the  bureau  of  street  repairs  consists  in  general  of  the  main- 
tenance and  construction  of  streets  and  roads  (other  than  paving  work 
financed  by  special  assessment  upon  the  owners  of  the  abutting  property  and 
certain  boulevards  and  special  construction  work  under  the  immediate  super- 
vision of  the  engineering  bureau)  and  the  maintenance  and  operation  of 
bridges.  There  is  an  important  exception,  however,  which  must  be  noted. 
The  supervision  of  all  pavements  relaid  over  permit  openings  is  supervised 
by  the  bureau  of  streets. 

In  considering  the  organization  and  methods  in  use  by  the  bureau  of 
street  repairs,  a  number  of  principles  should  be  kept  in  mind : 

1 — That  experience  in  highway  administration  has  shown  that  the  most 
difficult  factor  in  the  highways  problem  is  that  of  maintenance ; 

2 — That  the  careful  supervision  of  pavement  cuts  made  under  permit  is 
one  of  the  most  important  factors  in  the  highway  maintenance 
problem ; 


*See  report  on  Bureau  of  Engineering  for  further  criticism  of  assessments, 
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8— Thai    tl„-  condition   of  the   pavement   in  the  street  railway   area   will 

seriously  affed   the  maintenance  problem  in  the  street  proper; 
J— That  in  San   Francisco  all  highway  maintenance  other  than  permitted 

••'it  repairs  is  carried  on  by  departmental  labor,  not  by  contract- 
.".—That   successful   administration  of  departmental  labor  forces  depends 
largely   upon   three  factors: 

a — Organization  and  planning; 
b — Character  of  the  personnel; 
c — Plan  and  equipment. 

The  writer  of  this  report  approaches  the  subject  of  the  organization  and 
methods  of  the  bureau  of  street  repairs  with  seme  hesitation  as  to  the  method 
of  presentation.  Measured  by  the  results  being  obtained  both  as  to  effective- 
ness and  economy,  there  is  no  question  but  that  the  work  being  done  by  the 
bureau  of  street  repairs  is  subject  to  criticism,  but  it  would  be  unfair  to  the 
administrative  officers  in  charge  of  the  work  of  this  bureau  to  hold  them 
responsible  for  all  of  the  conditions  found.  Charter  restrictions,  ordinance 
restrictions,  an  inadequate  plant,  inadequate  equipment,  and  a  personnel 
whose  working  qualifications  are  wholly  unsatisfactory  are  largely  re- 
sponsible. 

Organization 

The  bureau  of  street  repairs  is  the  largest  bureau  in  the  department  of 
public  works.  Its  appropriation  for  the  current  fiscal  year,  exclusive  of  a 
few  special  projects,  amounts  to  $689,375.  The  organization  chart  attached 
to  this  section  of  the  report  shows  the  positions  and  lines  of  administrative 
authority  as  of  August,  1916. 

Character  of  Labor 

An  examination  of  the  personnel  files  of  the  bureau  of  street  repairs  with 
a  view  to  determining  the  character  of  the  labor  employed  resulted  in  some 
rather  surprising  data.  The  average  age  of  the  laborers,  skilled  and  un- 
skilled, employed  by  the  bureau  of  street  repairs,  is  slightly  less  than  fifty- 
one  years.  That  fact  in  itself  would  largely  answer  the  question  of  why  the 
repair  work  being  carried  on  by  the  departmental  forces  was  being  done 
poorly  and  at  such  a  high  cost. 

It  is  not  the  purpose  of  this  report  to  criticize  efforts  being  made  by  any 
city  to  take  care  of  elderly  workmen,  but  any  plan  for  pensioning  elderly 
workmen  which  cripples  an  important  operating  department  of  the  city  gov- 
ernment cannot  but  be  criticized  here.  Under  the  present  working  condi- 
tions with  the  character  of  the  labor  employed  and  the  policy  which  lies 
behind  the  employment  of  this  class  of  labor,  it  would  be  fair  to  charge  ;i 
part  of  the  expenditure  of  the  bureau  of  street  repairs  for  personal  service 
to  the  expense  caption  "charities  and  outdoor  relief."  Until  the  bureau  of 
street  repairs  is  provided  with  laborers  able  to  perform  a  full  day's  work  in 
sufficient  number  to  take  care  of  the  work  which  requires  able-bodied  labor. 
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the  city  of  San  Francisco  cannot  expect  to  get  much  better  results  than  are 
now  being  obtained. 

In  this  connection  it  must  be  remembered  that  the  wages  paid  to  ordinary 
laborers  in  the  department  of  public  works  in  San  Francisco  is  as  high  as  is 
paid  anywhere  in  the  country  and  higher  than  the  average  rate  of  pay.  In 
addition,  the  laborers  not  only  receive  a  high  wage,  $3  per  day,  but  during 
each  fiscal  year  they  receive  pay  for  fifty  days'  time  (exclusive  of  sick 
time)  where  no  return  whatsoever  accrues  to  the  city.  Every  laborer  in 
the  bureau  of  street  repairs  receives  a  full  day's  pay  for  a  half  day's  work 
on  Saturday  and  twelve  days  each  year  vacation  allowance.  Assuming  an 
average  working  year  to  be  280  days  of  workable  time,  this  means  that 
every  direct  labor  charge  carries  an  overhead  of  15  per  cent  (minimum) 
exclusive  of  holidays.  Applying  this  to  the  Avage  received,  it  means  that  the 
minimum  rate  of  wage  for  ordinary  labor  in  the  department  of  public  works 
is  $3.45.  Including  the  holiday  allowance  of  twelve  days,  the  overhead  per- 
centage is  increased  to  22  per  cent  and  the  minimum  rate  of  wage  to  $3.66 
per  day. 

Amalgamation  of  Roving  Gangs  Recommended 

At  the  time  of  the  survey  five  so-called  roving  asphalt  repair  gangs  were 
at  work.  These  gangs  consisted  of  from  three  to  five  men  and  were  en- 
gaged in  making  small  repairs  to  asphalt  and  bituminous  pavements.  The 
rolling  equipment  of  the  gang  was  a  small  heated  hand  roller  which  required 
the  services  of  two  men  to  push.  Examination  of  the  operation  of  a  number 
of  these  gangs  showed  that  there  was  considerable  slack  time  due  to  irregular 
material  deliveries,  and  that  a  large  part  of  the  time  of  two  men  was  con- 
sumed in  pushing  the  hand  roller,  getting  ready  to  roll  and  getting  ready 
to  quit  rolling. 

It  is  recommended  that  the  roving  gangs  be  consolidated  into  gangs  of 
at  least  ten  men  and  that  the  department  be  authorized  to  purchase  enough 
additional  light  steam  rollers  to  provide  one  steam  roller  for  each  gang. 
A  steam  roller  is  much  more  effective  than  rolling  by  hand.  When  compared 
with  the  cost  of  hand  rolling  by  the  roving  gangs,  it  is  no  doubt  less  ex- 
pensive. In  addition,  increasing  the  size  of  a  roving  gang  provides  an  oppor- 
tunity for  better  supervisory  control  and  for  a  reduction  in  the  number  of 
skilled  laborers.  The  wage  rates  of  the  members  of  the  ordinary  roving 
gangs  as  now  organized  are  two  asphalt  workers  at  $3.50  per  day  and  one 
finisher  at  $4  per  day. 

Too  Many  Skilled  Laborers  in  Asphalt  Gangs 

The  asphalt  gang  organization  of  the  bureau  of  street  repairs  consists 
almost  entirely  of  skilled  laborers  and  asphalt  workers  at  $3.50  per  day, 
finishers  at  $4  per  day,  engineers  and  foremen.  Little,  if  any,  ordinary  labor 
is  employed  in  the  asphalt  gang  work.  This  is  one  of  the  causes  which  has 
contributed  largely  to  the  high  cost  of  doing  asphalt  work  by  city  gangs. 
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The  ordinary  contractor's  gang  consists  of  30  per  cent  to  40  per  cent  skilled 
labor  and  the  rest  unskilled  labor.  The  city  gangs  consist  of  90  per  cent 
to  100  per  cent  skilled  labor.  No  asphalt  worker  receives  less  than  fifty  cents 
per  day  more  than  ordinary  labor  at  $3  per  day  and  the  average  increase  is 
leventy-five  cents  per  day  more. 

It  is  recommended  that  asphalt  gangs  be  organized  so  as  not  to  exceed 
40  per  cent  skilled  labor,  the  balance  to  be  unskilled  labor. 

Teams 

The  bureau  of  street  repairs  at  the  time  of  the  beginning  of  the  survey 
was  employing  seventy-four  hired  teams  at  $6.50  per  day  of  eight  hours.* 
These  teams  are  assigned  either  dirctly  to  a  gang  or  to  a  roving  or  so-called 
chain  gang.  In  addition,  there  are  two  city  teams  and  two  five-ton  auto 
(trucks.  The  entire  organization  and  procedure  for  handling  the  hauling 
work  of  the  bureau  of  street  repairs  is  subject  to  severe  criticism. 

An  examination  of  the  payroll  of  the  bureau  of  street  repairs,  even  a 
casual  examination,  points  at  once  to  the  conclusion  that  there  are  entirely 
too  many  teams  for  the  work  being  done.  There  is  no  question  whatsoever 
but  that  at  least  fifteen,  probably  twenty,  of  these  teams  are  unnecessary 
under  existing  working  conditions. 

With  a  proper  automobile  equipment  many  more  of  these  teams  could  be 
dispensed  with.  The  question  of  automobile  equipment  versus  horse-drawn 
vehicles  in  the  bureau  of  street  repairs  has,  however,  been  discussed  else- 
where. This  section  of  the  report  considers  merely  the  number  of  teams 
needed  under  present  working  conditions. 

Assuming  that  the  primary  transportation  facilities  of  the  bureau  of 
street  repairs  are  to  be  provided  with  horse-drawn  equipment,  a  conservative 
estimate  of  the  overmanning  would  be  that  at  least  fifteen  teams  are  un- 
necessary and  their  employment  a  complete  waste  of  money.  This  would 
mean  a  saving  of  $130  per  day  for  every  working  day  in  the  year  on  the 
basis  of  the  present  organization.  Assuming  240  days  to  be  an  average 
working  year,  this  would  mean  a  saving  in  one  year  of  $31,200.  If  the  re- 
duction in  the  number  of  teams  were  made  at  once,  sufficient  money  would 
be  available  out  of  the  saving  in  the  present  fiscal  year  to  purchase  at  least 
four  automobile  trucks,  which  in  turn  would  release  at  least  twelve  addi- 
tional teams  or  a  saving  of  $18,720,  or  a  total  of  a  possible  saving  for  the 
present  year  in  team  item  of  the  one  bureau  of  more  than  $40,000. 

Full  Pay  for  Teams  for  Saturday  Half  Holiday  Time  Criticized 

All  labor  employees  of  the  department  of  public  works  receive  eight 
hours'  pay  for  four  hours'  work  on  Saturday.  Likewise,  $6.50  is  paid  for 
the  Saturday's  work  of  the  teams.  The  theory  upon  which  the  eight  hours' 
pay  for  four  hours'  work  is  granted  is  that  employees  of  the  department  are 


*By  September  first  the  number  had  been  reduced  to  sixty-three. 
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entitled  to  a  half  holiday.  The  logic  of  paying  at  the  rate  of  eight  hours 
for  four  hours'  work  of  teams  is  somewhat  difficult  to  follow.  Teamsters 
are  paid  $3  per  day  by  the  team  owners.  It  has  been  stated  that  the  team- 
sters receive  $3  pay  for  four  hours'  work  on  Saturdays.  On  this  basis 
the  team  owners  would  be  entitled  to  a  payment  of  $4.75  for  four  hours' 
Saturday  work.  The  additional  $1.75  evidently  is  a  special  subsidy  to 
already  highly  paid  team  owners  for  the  privilege  of  resting  their  horses 
on  Saturday  afternoons. 

It  is  understood  that  this  point  has  been  raised  a  number  of  times  in  the 
past  few  years  by  the  officials  of  the  department  of  public  works  and  various 
interested  citizens.  It  is  also  understood  that  invariably  the  proposal  has 
been  turned  down  by  the  board  of  supervisors.  This  overpayment  of  $1 .75 
for  Saturday  time  amounts  to  a  net  loss  in  the  department  of  public  works 
alone  of  more  than  $10,000  per  year. 

Position  of  Team  Boss  Unnecessary 

At  the  present  time  the  bureau  of  street  repairs  employs  a  team  foreman 
at  $1,800  per  year.  This  position  is  not  necessary.  The  money  could  better 
be  expended  in  securing  closer  supervisory  control  over  field  operations. 

Hire  of  Automobile  Trucks  Recommended 

The  only  automobile  trucks  used  by  the  street  repair  bureau  at  the 
present  time  are  two  five-ton  trucks  owned  by  the  city.  All  hired  transporta- 
tion is  horse  drawn.  It  is  recommended  that  for  the  long  haul  work  the 
bureau  of  street  repairs  employs  motor  trucks.  These  can  be  hired  at  the 
rate  of  $22.50  to  $25  per  day,  and  for  long  hauls  each  truck  will  take  the 
place  of  five  or  tix  teams  which  would  result  in  an  economy  of  $8  to  $13 
per  day  per  truck  or  a  minimum  of  approximately  33  1/3  per  cent  saving 
in  the  cost  of  transportation  on  long  haul  jobs.  On  short  haul  jobs  the 
saving  would  not  be  as  great,  but  still  the  difference  in  cost  would  be  in 
favor  of  the  automobile  truck. 

Stone  Block  Filler  Contract 

One  of  the  most  unusual  and  essentially  unique  procedures  is  that  of  the 
special  contract  for  filling  with  asphaltic  cement  the  interstices  in  the  rows 
of  stone  blocks  laid  in  the  construction  or  reconstruction  of  basalt  block 
streets.  According  to  the  present  practice  the  employees  of  the  bureau  of 
street  repairs  are  not  permitted  to  pour  the  asphaltic  cement  filler  in  the 
stone  block  pavement  Avork.  There  is  an  agreement  in  force  with  the  Fay 
Improvement  Company  which  provides  that  the  pouring  of  asphaltic  cement 
filler  shall  be  done  under  agreement  with  that  particular  contractor,  who 
shall  be  paid  four  cents  per  square  foot  for  each  square  foot  of  stone  block 
pavement  poured. 

It  is  difficult  to  conceive  of  any  possible  legitimate  reason  for  having  this 
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work  done  by  .out tact.  The  prevailing  opinion  among  citizens  and  officials 
familiar  with  the  terms  of  the  agreement  was  that  it  was  purely  a  political 
expedient.  Whether  or  not  this  statement  is  true,  the  writer  of  this  report 
docs  not  knew.  It  is  submitted  here  for  what  it  is  worth.  Suffice  it  to  say 
that  theiv  in  qo  excuse  whatsoever  from  an  administrative  standpoint  for 
the  continuation  of  this  contract. 

In  the  last  three  years  the  city  has  expended  on  this  contract  the  follow- 
ing amounts  : 


ASPHALT   CEMENT  FILLER 
(Payments  to  Fay  Improvement  Company) 


1915-1916 


Rill  No. 


Amount 


1914-1915 


1913-1914 


Bill  No.        Amount 
l___ 

328 $  637.50 

329 661.96 

330 661.44 

418 602.80 

419 679.42 

420 322.84 

1079 598.97 

1080 580.22 

1081 312.36 

1082 623.61 

2227 64.00 

2692 1,187.16 

3139 648.69 

3864 603.44 

4532 1,915.52 

4533 366.42 


Bill  No. 


Amount 


1018 $  23.00 

1019 1,155.00 

1020 1,144.00 

1584 312.00 

1585 1,197.30 

1586 527.24 

1587 378.00 

1940 1,001.94 

2304 432. 66 

2305 795.97 

2758 860.40 

3213 1,203.35 

3536 737.82 

3844 832.10 

3845 913.76 

4912 950.00 


^2,464.54 


$10,466.35 


37 $  2,148.72 

116 592.71 

395 237.32 

396 592.71 

534 497.50 

659 1,257.12 

660 200.75 

74.6 1,251.00 

901 1,167.08 

987 1,047.52 

988 667.60 

1077 1,454.40 

1078 457.18 

1605 1,138.53 

1868 648.84 

1869 383.55 

1880 324.42 

1961 156.00 

2087 214.53 

2088 544.63 

2293 478.50 

2599 324.42 

2670 140.88 

2774 1,281.28 

3176 148.65 

3241 1,652.48 

3425 324.98 

3666 139.39 

3667 836.84 

3668 453.13 

3669 117.86 

3751 619.00 

3783 807.72 

3866 1,755.04 

4056 66S.70 

4218 696.66 

4274 L47.83 

4462 430.56 

4463 55.90 

$26,061.93 
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Agreement   Should   Be  Abrogated 

It  is  safe  to  say  that  a  large  part  of  this  expenditure  has  been  absolutely 
wasted  for  two  reasons — 

1 — Because  the  unit  price,  four  cents  per  square  foot  or  thirty-six  cents 
per  square  yard,  is  too  high ; 

2 — Because  this  is  a  kind  of  activity  which  could  have  been  merged  into 
the  gang  work  under  the  gang  organization  and  working  methods  now 
in  force  without  very  appreciable,  if  any,  increase  in  the  labor 
cost  per  square  yard  of  basalt  block  pavement  laid. 

It  is  recommended  that  this  agreement  be  quashed  at  once. 

Financing  of  Street  Railway  Area  Work  Criticized 

An  unusual  instance  of  an  attempt  to  dodge  the  provisions  of  legislation  that 
would  lead  to  inefficiency  was  found  in  the  method  of  interlocking  the  financ- 
ing of  street  railway  area  work  done  for  the  United  Railways  Company  by  the 
city  and  by  the  United  Railways  Company  for  the  city.  The  fact  that  the 
United  Railway  is  required  to  maintain  the  pavement  between  the  outer  rails 
and  for  a  space  of  two  feet  on  each  side  of  the  street  over  which  its  lines  have 
rights  of  way  makes  it  necessary  to  have  a  close  working  relation  between  the 
maintenance  forces  of  the  street  railway  company  and  the  repair  gangs  of 
the  bureau  of  street  repairs. 

The  customary  accounting  practice  would  require  the  establishment  of  a 
capital  fund  into  which  could  be  charged  and  credited  the  work  done  by  both 
organizations.  This,  however,  is  not  the  practice.  A  system  of  memorandum 
notation  of  credits  is  maintained  whereby,  whenever  the  city  does  work  prop- 
erly chargeable  to  the  United  Railways,  that  compairy  does  not  pay  the  city 
for  the  work  done  but  performs  equal  services  for  the  city  or  purchases  for 
the  city  supplies  and  materials  used  by  the  bureau  of  street  repairs. 

It  is  recommended  that  a  capital  account  for  clearing  these  charges  be  pro- 
vided in  the  appropriation  of  the  bureau  of  street  repairs,  that  all  transactions 
be  made  a  matter  of  formal  record  and  that  the  annual  report  of  the  bureau 
of  street  repairs  show  clearly  what  this  working  relation  is. 

It  would,  of  course,  be  unfortunate  if  the  board  of  supervisors  were  to 
enjoin  the  bureau  of  street  repairs  from  carrying  on  this  kind  of  co-operative 
work,  but  nevertheless  it  would  be  far  better  to  have  such  issues  placed  squarely 
before  the  people  than  to  continue  to  use  a  concealed  procedure  as  a  purely 
palliative  measure.  If  the  citizens  of  San  Francisco  want  to  stop  the  co- 
operative working  relations  between  the  United  Railways  and  the  city  force — 
a  procedure  which  it  must  be  stated  is  effective  and  economical — they  have  a 
right  to  do  so,  but  the  issue  should  be  presented  clearly  and  openly  so  that 
they  may  be  in  a  position  to  decide. 
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Asphalt  Pavement  Conditions  » 

The  inspection  of  pavements  in  the  city  of  San  Francisco  showed  that  the 
best  and  the  worst  pavements  were  of  the  asphaltic  type.  By  far  the  largest 
mileage  of  pavements  in  the  city  is  asphalt,  If  the  policy  of  the  past  is  con- 
tinued in  the  future,  the  biggest  factor  of  successful  administration  of  the 
pavement  problem  will  be  the  successful  handling  of  the  asphalt  work. 

The  city  is  equipped  with  an  asphalt  plant.  At  the  time  of  the  survey 
el. 'ven  privately-owned  asphalt  plants  were  in  operation.  The  materials  used 
were  practically  the  same,  the  specifications  almost  identical,  and  the  results 
bein--  attained  by  the  various  contractors  and  the  municipal  plant  about  the 
same.  Generally  speaking,  the  so-called  bituminous  (rock  asphalt  type)  were 
giving  better  satisfaction  than  the  straight  bituminous  oil  asphalt  mixtures. 

The  greatest  difficulty  with  which  the  bureau  of  street  repairs  has  to  con- 
tend is  the  rolling,  pushing  and  creeping  of  the  asphalt  pavements.  Pavements 
recently  constructed  under  closest  supervision  rapidly  rolled  and  pushed  into 
a  very  uneven  surface.  Determining  the  cause  for  this  condition  will  do  more 
to  improve  the  condition  of  pavements  in  San  Francisco  than  any  other  single 
factor. 

During  the  course  of  the  survey  an  examination  was  made  of  the  plants  of 
several  private  contractors  and  a  number  of  special  inspections  were  made  of 
the  municipal  asphalt  plant.  It  was  found  invariably  that  the  sand  being  used 
was  not  well  graded.  Highway  engineers  are  agreed  that  the  grading  of  sand 
in  the  sheet  asphalt  pavement  is  a  most  important  factor,  and  the  lack  of 
proper  sand  grading  in  the  sheet  asphalt  mixtures  as  used  in  San  Francisco 
may  be  largely  responsible  for  the  conditions  found.  Appended  to  this  report 
will  be  found  a  report  of  Dr.  Felix  S.  Kleeberg,  analytical  chemist  in  charge 
of  one  of  the  largest  municipal  asphalt  plants  in  the  country,  reporting  on  the 
possibility  of  the  grading  of  different  kinds  of  sands.  There  is  apparently  no 
good  sand  in  and  around  San  Francisco  sufficiently  well  graded  to  answer  the 
requirements  for  specifications  for  good  asphalt  pavements.  The  Antioch,  the 
Niles  and  the  local  sands  are  all  deficient  in  some  respects.  It  is  possible, 
however,  through  proper  blending  of  the  different  kinds  of  sands  to  obtain  a 
much  better  grade  of  asphalt.  Apparently  the  design  of  the  municipal  asphalt 
plant  and  the  bin-measuring  devices  make  it  a  comparatively  hard  proposi- 
tion to  blend  various  sands.  It  is  recommended  that  the  specifications  for  mix- 
ing at  the  municipal  asphalt  plant  be  revised  so  that  a  better  blending  of  the 
sand  will  be  secured  with  a  corresponding  decrease  in  the  amount  of  asphaltic 
cement  required. 

Asphaltic  Concrete 

The  so-called  nonskid  asphalt  pavement  construct.-d  by  the  municipal 
asphalt  plant  is  practically  the  only  asphalt  concrete  pavement  in  existence  in 
San  Francisco.  This  pavement  is  constructed  by  rubbing  into  the  surface  of 
the  sheet  asphalt  mixture,  after  it  is  laid  in  place,  large  broken  stones.     The 
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comparatively  recent  date  of  introduction  of  this  method  made  it  impossible  to 
determine  fairly  whether  or  not  it  will  prove  to  be  satisfactory. 

The  fact  that  in  most  of  the  streets  where  this  method  was  first  used  the 
rock  had  already  been  sealed  over  by  traffic  at  the  time  of  the  survey,  makes 
it  somewhat  doubtful  whether  the  nonskid  pavement  will  be  of  continuing 
value.  Patents  have  been  issued  on  certain  types  of  asphaltic  concretes  which 
prevent  the  general  use  of  these  types.  The  patents  were  granted  on  a  per- 
centage of  void  space  basis,  21  per  cent  is  the  basie  maximum  factor.  The 
courts  having  decided  that  no  matter  what  method  is  used  if  the  resulting  pave- 
ments show  upon  analysis  a  void  space  of  less  than  21  per  cent,  the  pavement 
is  an  infringement.  Consequently,  it  appears  that  if  the  so-called  "nonskid 
pavements"  in  San  Francisco  show  upon  analysis  a  void  space  of  less  than  21 
per  cent,  the  pavements  would  infringe  upon  the  patent  rights  even  though  a 
unique  method  of  laying  them  had  been  used.  Certain  types  of  asphaltic 
concrete  have  been  determined  to  be  noninfringements  of  the  bitulithic  rights. 
It  is  recommended  that  specifications  for  asphaltic  cement  be  prepared  and 
used  at  the  municipal  asphalt  plant.  There  is  no  question  but  that  this  type 
of  pavement  has  much  less  tendency  to  roll  and  push  than  does  the  straight 
asphaltic  type.  Moreover,  it  is  a  less  expensive  type  to  construct.  The  city 
of  Detroit  is  expending  more  than  one  million  dollars  this  year  in  the  con- 
struction of  this  type  of  pavement.  It  is  recommended  that  the  work  be  under- 
taken immediately. 

Paving  Repair  Costs  High 

As  the  examinations  of  the  paving  work  being  can  if, 1  on  by  the  bureau 
of  street  repairs  progressed,  the  fact  that  the  force  was  inadequate  and  the 
number  of  teams  excessive,  became  more  and  more  evident.  It  was  deemed 
desirable  therefore  to  make  certain  test  examinations  of  the  costs  of  carrying 
on  typical  classes  of  work.  The  two  principal  classes  of  work  being  carried 
on  by  the  bureau  of  street  repairs  were : 

1 — Repairs  to  basalt  block  pavements  and  cobblestone  pavements; 

2 — Repair  and  reconstruction  of  asphaltic  pavements. 

In  both  instances  the  costs  were  found  to  be  high.  There  is  little  doubt  but 
that  the  entire  work  of  the  bureau  of  street  repairs,  if  the  present  require- 
ments for  personnel,  team  hire  and  work  methods  be  continued,  could  be 
carried  on  more  cheaply  by  contract  than  by  departmental  labor. 

Basalt  Block  Pavement  Repairs 

The  following  tabulation  of  costs  of  basalt  block  and  cobblestone  pavement 
repairs  was  prepared  in  order  to  show  the  actual  cost  per  square  yard  for 
carrying  on  this  work,  at  the  time  the  survey  was  in  progress.  Two  periods 
were  selected — the  period  of  July  28th,  29th  and  31st.  and  the  period  of 
August  25th,  26th  and  28th. 

These  periods  were  selected  (1)  because  during  these  periods  inspections  of 
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the   work   in   progress  were  made,  and    (2)   because  a  week-end  period  would 
reflect   the  variations  in  cost   for  the  Saturday  work  periods. 

Method  Used 

In  arriving  at  the  cost  figures,  it  was  necessary  to  add  to  the  regular  wage 
item  a  15  per  cenl  overhead  as  a  minimum  in  order  to  get  true  wage  costs. 
This  15  per  eenl  takes  cognizance  only  of  twelve  holidays  and  twenty-six  half 
holidays.  It  will  be  noted  therefore  that  no  overhead  percentage  has  been 
added  for  (1)  vacation,  (2)  supervision,  (3)  plant,  (4)  tools  and  equipment, 
and     •">  i   waiting  time. 

An  estimation  of  the  actual  overhead  which  should  be  charged  would  be 
in  excess  of  25  per  cent,  but  due  to  the  fact  that  it  was  impossible  to  estimate 
with  reasonable  accuracy  from  the  records  available  what  this  additional  over- 
load factor  should  be,  it  was  eliminated  from  the  cost  calculations.  This  was 
done  in  order  to  be  absolutely  sure  that  the  costs,  as  stated,  were  not  less 
than  the  actual   cost   of  carrying  on  the  work. 

Types  of  Work  Vary 

It  will  be  noted  that  the  types  of  work  varied  and  it  will  also  be  noted  that 
the  unit  costs  on  -Inly  20th  and  31st  were  less  than  the  losts  of  July  28th.  At 
least  the  tendency  was  in  the  direction  of  less  costly  work.  It  may  be 
added  that  the  first  inspection  tour  was  made  on  July  28th.  A  summary 
of  the  costs  for  the  first  period  is  as  follows: 

July 

28  29  31 

Mission  street  viaduct 62.64  64.08  62.64 

Mission    street    102.6  99.0  89.91 

Third    street    53.1  53.1  57.15 

Fremont    street    189.18  48.06  44.37 

Union   street    69.3  79.29  65.79 

Battery    street    95.76  73.17  <8.o 

Front    street    70.2  70.2  b&.-& 

Davis    street    61.2  45.9  48.96 

Green   street    83.07  108.72  105.93 

The  work  on  Mission  Street  Viaduct,  Mission  street  and  Third  street,  con- 
sisted of  the  resetting  of  basalt  blocks  on  a  sand  foundation  with  an  asphalt ic 
cement  filling.  The  average  cost  for  carrying  on  this  work  was  72.3  cuts 
per  square  yard.  It  is  worth  at  a  liberal  estimate  in  the  quantities  laid 
not  to  exceed  65  cents  per  square  yard. 

The  work  on  Fremont  street,  Union  street,  Battery  street,  Front  street 
and  Davis  street  consisted  of  the  resetting  of  basalt  blocks  on  a  sand  founda- 
tion with  a  sand  filler.  The  average  costs  of  carrying  on  tins  work  was  3.6 
cents  per  square  yard.    It  is  worth  in  the  quantities  laid  not  to  exceed  40  to 

50  cents  per  square  yard. 

The  work  on  Green  street  consisted  of  resetting  cobblestones  on  a  sand 
foundation  with  sand  filler.  The  average  cost  was  99.25  cents  per  square 
vard      This  work  is  worth  from  35  to  45  cents  per  square  yard. 
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A  Second  Period  Selected 

In  order  that  these  cost  tabulations  would  stand  against  objections  on  the 
ground  of  isolated  cases,  a  second  period  was  selected  and  costs  tabulated. 
It  should  be  remembered  in  this  connection  that  the  costs  as  shown  include 
the  work  of  every  basalt  and  cobblestone  repair  gang  working  during  the 
period  in  question. 

The  second  period  selected  was  the  days  of  August  25th,  26th  and  28th. 
It  will  be  noted  that  the  costs  during  this  period  were  somewhat  lower  than 
those  of  the  earlier  period: 

August 

25  26  28 

Davis  street  54.0  45.0  68.4 

Front  street 73.8  63.0  48.6 

Jones  street 54.0  54.0  55.8 

Leavenworth  street  84.6  78.3  107.1 

Mission  street  72.4  72.4  93.1 

Eureka  street   43.2  41.4  54.0 

Clementina  street    66.6  54.0  .... 

Townsend    street    48.6  61.2             

Average  cost,  63.34  cents 

Note:     With   the  exception   of  Mission  street,   the  costs  given  do 
not  include  the  cost  of  asphaltic  cement  filler. 

Asphalt  Pavement  Costs 

As  the  mileage  of  smooth  pavement  in  San  Francisco  consists  almost 
entirely  of  asphalt  or  asphaltic  mixtures  and  inasmuch  as  the  city  is 
equipped  with  a  municipal  asphalt  plant  for  the  manufacture  of  asphalt 
pavement  mixture,  it  was  deemed  desirable  to  secure  in  certain  test  cases 
accurate  and  detailed  costs  for  constructing  and  maintaining  asphalt 
pavements. 

In  endeavoring  to  arrive  at  the  unit  cost  for  the  various  kinds  of  asphalt 
pavement  construction  and  maintenance  from  the  records  of  the  street  de- 
partment, many  difficulties  were  encountered.  First  it  was  necessary  to 
segregate  the  asphalt  pavement  work  into  the  principal  classes  or  kinds  of 
work  in  order  to  get  a  basis  for  comparing  like  activities.  Comparing  costs 
per  square  yard  for  asphalt  pavement  repair  work  with  costs  per  square 
yard  of  asphalt  pavement  construction  work  is  useless.  The  following  work 
factors  were  sent  up : 

1 — Railroad  area; 

2 — Reconstruction ; 

3 — Repairs   (patching)  ; 

4 — Roving  gangs  (patching)  ; 

5 — Resurfacing  (surface  heaters)  ; 

6 — Overhead. 

Impossible  to  Analyze  Labor  Costs 

In  analyzing  "foremen's  daily  reports''  of  labor  costs,  materials  used 
and  work  completed,  the  first  obstacle  which  presented  itself  was  the  ques- 
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tion  of  a  full  day's  pay  being  given  to  the  men  for  one-half  day's  work  on 
Saturday,  a  custom  which  prevailed  in  most  of  the  city  departments  and  in 
all  of  the  bureaus  of  the  department  of  public  works.  The  amount  paid 
the  laborer  for  Saturday  afternoons  during  which  no  work  was  performed 
obviously  could  not  be  charged  directly  to  the  work  upon  which  the  gang 
was  engaged  during  the  morning  but  belonged  rather  to  an  overhead  account. 

General  Discussion  of  Asphalt  Paving  Costs 


In  the  office  of  the  superintendent  of  street  repairs  monthly  and  yearly 
costs  are  maintained  showing  the  labor,  teams  and  material  cost  of  each  job 
undertaken.     These  cost  records  do  not,  however,   distinguish  between  the 

1  various  classes  of  w^ork.    Neither  is  there  any  control  over  this  account  which 

i  would  insure  the  accuracy  of  the  detail  postings. 

On  the  cost  records  the  apportionment  of  materials  charged  is  reached 
by  deducting  from  the  total  output  of  the  plant  (taken  from  the  plant 
;  record)  the  materials  used  on  the  work  according  to  the  reports  of  those 
foremen  whose  accuracy  in  reporting  is  reasonably  dependable.  The  balance 
■  of  the  material  delivered  from  all  other  jobs  is  apportioned.  The  fact  that 
the  plant  record  of  material  output  and  the  daily  reports  of  the  material 
received  by  the  gangs  do  not  agree,  necessitated  this  procedure. 

The  segregation  of  the  team  cost  is  admittedly  inaccurate.  The  material 
is  calculated  on  a  price  bid  basis  rather  than  on  actual  plant  cost. 


Variations  in  Pay  for  Saturday  Work 

Questioning  developed  the  fact  that  in  some  cases  where  a  laborer  worked 
eight  hours  on  Saturday,  he  was  paid  a  full  day's  wages  only— no  more 
than  the  laborer  who  works  but  a  half  day.  In  other  cases,  it  was  found 
that  the  employee  was  allowed  overtime  for  Saturday  afternoon  work  at  the 
rate  of  time  and  a  half  pay.  It  was  therefore  found  to  be  impossible  to 
arrive  at  the  actual  amount  chargeable  to  overhead  account  from  this  source 
and  the  attempt  to  segregate  the  overhead  charges  consequently  had  to  be 
abandoned. 

Attempted  Segregation  of  Roving  Gang  Costs 

The  next  operation  in  the  analysis  was  an  attempt  to  separate  the  roving 
gang  costs  from  the  regular  repair  gang  costs.  This  could  not  be  done  from 
any  information  shown  on  the  records,  but  could  probably  have  been  accom- 
plished with  a  fair  degree  of  accuracy  if  the  superintendent  or  the  assistant 
superintendent  could  have  devoted  sufficient  time  to  the  work  to  indicate 
which  of  the  employees  on  a  particular  day  were  assigned  to  the  two  dif- 
ferent classes  of  work.  The  report  showed  only  the  location  of  the  work  and 
did  not  distinguish  in  any  way  the  repair  work  done  by  the  roving  gangs  and 
the  repair  work  done  by  the  regular  repair  gangs.  The  lack  of  assurance 
of  absolute  accuracy  and  the  fact  that  the  regular  duties  of  officials  of  the 
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repair  bureau  made  it  impossible  for  them  to  give  the  necessary  time  to  the 
work,  caused  the  abandonment  of  this  attempt. 

Revision  of  Work  Factors  Attempted 

A   revision   of   the   work   factors   which    had   been   originally    determine( 
upon  was  then  made  and  the  segregation  reduced  to  the  following : 
1 — Construction ; 
2 — Repair  and  roving; 
3 — Surface  heaters. 

With  this  revised  segregation  it  was  found  possible  to  segregate  without 
difficulty  the  labor  cost  for  two  months — October  and  April,  1915  and  1916. 
Having  found  it  possible  to  segregate  the  labor  cost  according  to  this  pro- 
posed segregation,  it  was  thought  desirable  to  set  the  possibility  of  segre- 
gating the  team  cost  according  to  the  same  segregation  before  completing 
the  detailed  analysis  of  the  labor  cost  factor. 

The  complete  impossibility  of  segregating  the  team  cost  accurately 
caused  the  final  abandonment  of  this  attempt  to  compute  the  asphalt  pave- 
ment costs. 

Statements  of  Work  Done  Ambiguous 

While  some  of  the  reports  showed  an  accurate  distribution  of  the  team 
according   to   a   proper    classification,    such    as   "cleaning   up    after    surface 
heaters,''  "cleaning  up  after  asphalt  roving  gangs,"  "patching,"  etc.,  the 
majority   of  the   reports   lumped   various   kinds   of   charges   together   under 
headings  which  were  absolutely  useless  from  the  standpoint  of  cost  analysis. 
The  following  examples  of  the  description  of  work  location  and  the  kind 
of   work   done   have   been   taken    from   the    foremen's   daily   report    showing 
where  and  for  what  work  the  various  teams  were  used : 
1 — "Heaters" — cleaning  up  after  heaters; 
2 — "Roving" — cleaning  up  after  asphalt  roving; 
3 — "Hauling  material  ex  plant  to  gang"; 
4 — "Asphalt  paving" — cleaning  up  after  surface  heaters; 
5 — Hauling  material   from  plant   to   gang — asphalt   heaters,   general   re- 
pairs, asphalt  reconstruction ; 
6 — Teamsters  with  roving  gangs; 
7 — Teamsters  with  repair  gangs ; 
S — Asphalt — hauling  material  from  plant  to  gang; 
9 — Asphalt  work — hauling  material  from  plant  to  gang ; 
10 — Asphalt — hauling  material  from  plant  to  gang; 
11 — Asphalt  plant — hauling  material  from  plant  to  gang; 

Another  Method  Tried 

As  it  appeared  that  the  roving  teams  could  be  separated  from  the  other 
teams  without   great  difficulty,  an  attempt  was  made  to  segregate  the  team 
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charges  by  deducting  the  roving  teams  from  the  total  and  proportioning 
the  balance  on  a  load  basis. 

Bui  t,,is  method  could  not  be  used  for  the  following  reasons:  The 
asphalt  plant  record,  showing  the  number  of  loads  of  material  delivered  to 
the  working  -anus,  showed  a  certain  number  of  loads  delivered  to  certain 
'locations,  a  certain  number  of  loads  as  having  been  delivered  to  the  surface 
heaters,  and  a  certain  number  of  loads  as  having  been  delivered  to  the 
■eneral  repair  gangs. 

Bowever,   there    was    no   way   of   determining,   first,  how  much   time  was 

I  required  for  the  delivery  of  a  load  to  any  of  the  locations  named  except 
by  an  estimate,  making  it  impossible  to  ascertain  exactly  how  many  teams 
were  employe,!  in  delivering  a  certain  number  of  loads  to  a  given  location, 
and  second,  how  many  of  the  loads  should  be  deducted  from  the  total  num- 
Iber  of  loads  in  order  to  secure  a  balance  of  loads  delivered  to  the  gangs 
other  than  the  roving  gangs. 

Inaccurate  Statement  of  Material  Used  Criticized 


The  daily  reports  of  the  surface  heater  gangs,  mentioned  in  connection 

with  the  inaccurate  report  of  area,  also  fail  to  show  the  amount  of  materials 

jused   during  the   month   or   on   any   day.     From  information   obtained,   it   is 

;  certain  that  some  material  was  required  for  this  work  and  that  the  omission 

of  the  amount  on  the  daily  report  was  simply  carelessness  or  neglect  on  the 

part  of  the  foreman. 

Some  of  the  reports  speak  of  the  materials  and  quantities  in  terms  of 
"dumps."  The  majority  of  the  reports  showed  the  materials  used  in  terms 
of  "loads."  This  condition  resulted  in  another  uncertain  factor  being  intro- 
duced into  the  cost  calculations.  In  some  cases,  the  number  of  loads  only 
were  shown,  while  in  other  cases,  the  reports  showed  both  the  number  of 
loads  and  the  number  of  dumps  contained  in  the  total  number  of  loads  for 
each  day's  work.  The  number  of  clumps  and  loads  as  shown  by  these  reports 
varied,  however,  from  two  to  four,  showing  conclusively  that  the  foremen 
of  the  various  asphalt  gangs  were  not  reporting  materials  used  by  any 
standard  unit  of  measure. 

Inaccurate  Statements  of  Area  Criticized 

During  the  month  of  October,  1915,  one  gang,  working  with  the  surface 
heaters  machine  continuously  from  the  first  to  the  end  of  the  month,  did  m>« 
show  on  the  daily  reports  submitted  by  the  foreman  any  statement  of  ih° 
area  completed.  This  in  itself  compelled  the  examiner  to  introduce  such  ;^ 
large  factor  of  estimation  that  any  further  attempt  to  secure  a  statement  of 
the  unit  cost  of  construction  of  asphalt  pavement  by  departmental  Labor  had 
to  be  abandoned. 
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Asphalt  Plant  Costs 

During  the  course  of  the  survey  a  study  was  made  of  the  material  and 
labor  records  of  the  bureau  of  street  repairs  in  order  to  determine,  if  possi- 
ble, what  is  was  costing  the  city  to  lay  asphalt  pavement  with  departmental 
labor  gangs.  In  order  to  fix  this  cost  it  was  found  necessary  to  secure  a 
statement  of  the  cost  of  asphalt  pavement  mixture  as  manufactured  at  the 
municipal  asphalt  plant.  The  data  had  to  be  developed  from  the  plant 
records,  as  an  examination  of  the  cost  records  being  maintained  by  the 
accounting  and  recording  division  of  the  corporation  yards  showed  that  an 
"arbitrary  price"  per  load  ($11.65)  was  being  used  in  order  to  develop 
approximate  records  of  paving  costs.  This  "arbitrary  price"  developed  to 
be  merely  a  "price  bid"  by  private  contractors  instead  of  an  actual  plant 
cost. 

The  examiners,  however,  met  with  no  more  success  in  attempting  to 
determine  the  actual  plant  costs  for  manufacturing  asphalt  pavement  mixture 
in  the  municipal  asphalt  plant  than  did  the  accounting  division.  Information 
necessary  for  the  development  of  plant  costs  for  the  manufacture  of  asphalt 
was  not  available.  Records  of  output  could  not  be  checked  with  records  of 
receipts  or  records  of  deliveries  of  materials.  Labor  and  team  charges  were 
so  confused  that  nothing  short  of  pure  estimates  could  result  from  any 
attempted  analysis  and  allocation  of  these  costs. 

Excessive  Repair  Costs  Shortly  After  Date  of 
Completion  of  Construction 

The  test  of  the  adequacy  and  quality  of  construction  work  is  the  amount 
of  maintenance  and  repair  cost  which  follows.  In  order  to  determine  "whether 
the  construction  work  which  had  been  undertaken  a  few  years  ago  had  been 
effectively  designed  and  completed,  two  construction  contracts  were  selected 
and  an  analysis  made  of  the  cost  of  maintenance  and  repair  work  done  in 
the  same  location  since  the  date  of  construction. 

The  streets  selected  were  San  Bruno  avenue,  from  Twenty-fifth  to  Oak- 
dale,  accepted  July  22,  1914,  Mission  street  (Mission  Street  Viaduct),  Crescent 
to  Marshall,  accepted  January  15,  1913.  On  Mission  street  the  total  cost  to  date 
is  $3,017.48,  exclusive  of  the  amount  which  should  be  added  as  overhead  for 
holidays  and  vacations. 

On  San  Bruno  avenue  a  total  of  $625.55  has  been  expended.  On  Chestnut 
street  extensive  repairs  have  been  made  by  roving  gangs,  but  on  account  of 
the  method  of  keeping  accounts  the  cost  of  the  repair  work  could  not  be 
allocated  to  this  particular  location. 

Highway  engineers  are  agreed  that  if  pavements  are  properly  designed 
and  properly  constructed  there  should  be  no  need  for  any  maintenance  or 
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repair  work  within  al  least  a  period  of  three  years  and,  under  normal  condi- 
tions, a  period  of  five  years  alter  the  date  of  the  original  construction. 

All  contracts  for  construction  should  carry  a  clause  guaranteeing  the 
material  used  and  the  method  of  workmanship  for  a  period  of  at  least 
three  years.  I'mler  the  present  charter  with  the  decisions  of  the  courts  which 
have  been  received  in  the  last  two  years,  it  is  doubtful  whether  such  a  pro- 
vision eoidd  be  included  in  the  paving  contracts  except  those  contracts  which 
are  financed  out  of  the  general  funds  of  the  city.  For  these  contracts  at  least 
a  guarantee  clause  could  be  used. 

It  is  recommended  that  the  charter  be  so  amended  that  it  will  be  possible 
to  insert  in  the  contracts  for  assessment  paving  work  a  fair,  equitable  and 
enforcible  guarantee  clause  which  will  insure  the  use  of  proper  materials 
ami  their  handling  under  proper  methods  of  workmanship  which  no  inspec- 
tion procedure  yet  devised  can  possibly  insure.  The  loss  to  a  community 
through  poor  construction  which  cannot  be  ascertained  until  after  a  period 
of  three,  four  or  five  years,  is  incalculable.  It  is  a  kind  of  loss  which  is 
difficult  to  ascertain,  impossible  to  determine  accurately,  and  consequently 
often  overlooked. 

High  Maintenance  Cost  Shortly  After  Reconstruction 

Perhaps  the  most   conspicuous  example  of  the  high  maintenance  cost  of 
construction  and  resurfacing  is  to  be  found  in  the  cost  of  Duboce  avenue  from 
Market    to   Church   streets.      This   street   was   accepted   May   31,    1905.     The 
street  is  paved  with  two  inches  of  sheet  asphalt  on  a  six-inch  concrete  base- 
he  original  cost  was  $6,808. 

During  the  year  1913  the  street  was  completely  resurfaced  by  the  surface 
i  leater  method— 29,600  square  feet  at  4  cents  a  square  foot,  making  a  total 
post   (exclusive  of  overhead)   of  $1,184. 

Duboce  avenue  has  seldom  been  in  good  condition.     It  has  been  one  of  the 

Inost  notable  examples  of  the  condition  which  results  in  the  street  pavement 
when  the  pavement  begins  to  roll  and  push  with  the  traffic.  During  the 
after  part  of  the  period  of  the  survey  a  repair  gang  was  ordered  to  begin 
work  at  this  location.  During  this  period  the  following  amounts  were 
expended : 

August  30-31st— 

Material    $176-00 

Repair    112.26 


Teams    19-50 


$307.76 


September  1st  to  7th— 

Material    $2™  S 

Repair    

Teams    • 


59.31 


1,157.17 

Grand  total  S1'464'93 
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A  total  area  of  10,240  square  feet  was  repaired,  making  a  unit  cost  per 
yard  of  repairs  made  1.29  cents  and  a  unit  cost  per  year  per  square  yard  of 
existing  pavements  of  44.7  cents,  assuming  that  no  further  repairs  are  made 
during  the  present  fiscal  year.  These  very  high  maintenance  costs  which 
are  exclusive  of  any  repairs  made  during  the  period  1905  to  1912,  inclusive, 
are  indicative  of  weaknesses  in  the  original  pavement   construction. 

From  the  condition  of  the  street  at  the  time  of  the  beginning  of  the 
survey,  there  was  no  doubt  but  that  repairs  were  warranted  many  mouths 
before  the  work  was  actually  undertaken. 


Surface  Heater  Costs 

Much  of  the  asphalt  pavement  maintenance  work  in  San  Francisco  is 
carried  on  by  the  surface  heater  method.  The  advantage  of  the  surface 
heater  method  conies  from  the  fact  that  it  is  possible  to  resurface  large 
areas  of  surface  at  a  cost  considerably  less  than  the  cost  of  complete  re- 
surfacing. The  surface  heater  method  does  not.  however,  provide  as  lasting 
a  pavement  as  the  complete  resurfacing.  In  fact,  a  surface  heater  recon- 
struction resurfacing  which  would  last  for  three  years,  would  be  comparable 
to  a  pavement  reconstruction  which  would  last  ten  years. 

During  the  early  part  of  the  survey  no  surface  heater  work  was  in 
progress.  Beginning  with  the  week  August  21st.  one  surface  heater  gang 
with  two  machines  was  sent  into  the  field.  The  work  on  the  first  two  days 
as  has  already  been  reported  could  not  be  classified  as  good.  The  work  on 
the  third  day,  August  23rd,  was  entirely  satisfactory.  The  costs,  however, 
were  high.  With  an  area  on  August  31st  of  4,950  square  feet,  the  unit  cost 
per  square  foot  amounted  to  2.88  cents,  or  25.92  cents  per  square  yard.  <  Mi 
August  22nd,  with  an  area  of  6,024  square  feet,  the  cost  amounted  to  3.07 
cents  per  square  foot,  or  27.63  cents  per  square  yard.  On  August  '2'.'>n\.  with 
an  area  of  5,360  square  feet,  the  cost  amounted  to  3.85  cents  per  square  foot, 
or  34.65  cents  per  square  yard. 

It  is  a  question  whether  surface  heater  repairs  at  35  cents  a  square  yard 
are  as  economical  as  resurfacing  at  60  cents  per  square  yard.  It  is  recom- 
mended that  a  careful  survey  be  made  by  the  department  of  public  works  of 
the  serviceability  of  the  surface  heater  repair  work  laid  during  the  past  two 
years.  If  the  1913  resurfacing  of  Duboce  avenue  is  a  criterion,  it  would  not 
be  advisable  to  continue  the  extensive  surface  heater  work.  The  cost  tabula- 
tion follows : 
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A  total  area  of  10,240  square  feet  was  repaired,  making  a  unit  cost  per 
yard  of  repairs  made  1.29  cents  and  a  unit  cost  per  year  per  square  yard  of 
existing  pavements  of  44.7  cents,  assuming  that  no  further  repairs  are  made 
during  the  present  fiscal  year.  These  very  high  maintenance  costs  which 
are  exclusive  of  any  repairs  made  during  the  period  1905  to  1912,  inclusive, 
are  indicative  of  weaknesses  in  the  original  pavement  construction. 

From  the  condition  of  the  street  at  the  time  of  the  beginning  of  the 
survey,  there  was  no  doubt  but  that  repairs  were  warranted  many  months 
before  the  work  was  actually  undertaken. 

Surface  Heater  Costs 

Much  of  the  asphalt  pavement  maintenance  work  in  San  Francisco  is 
carried  on  by  the  surface  heater  method.  The  advantage  of  the  surface 
heater  method  comes  from  the  fact  that  it  is  possible  to  resurface  lar^e 
areas  of  surface  at  a  cost  considerably  less  than  the  cost  of  complete  re- 
surfacing. The  surface  heater  method  does  not,  however,  provide  as  lasting 
a  pavement  as  the  complete  resurfacing.  In  fact,  a  surface  heater  recon- 
struction resurfacing  which  would  last  for  three  years,  would  be  comparable 
to  a  pavement  reconstruction  which  would  last  ten  years. 

During  the  early  part  of  the  survey  no  surface  heater  work  was  in 
progress.  Beginning  with  the  week  August  21st,  one  surface  heater  gang 
with  two  machines  was  sent  into  the  field.  The  work  on  the  first  two  days 
as  has  already  been  reported  could  not  be  classified  as  good.  The  work  on 
the  third  day,  August  23rd,  was  entirely  satisfactory.  The  costs,  however, 
were  high.  With  an  area  on  August  31st  of  4,950  square  feet,  the  unit  cost 
per  square  foot  amounted  to  2.88  cents,  or  25.92  cents  per  square  yard.  On 
August  22nd,  with  an  area  of  6,024  square  feet,  the  cost  amounted  to  3.07 
cents  per  square  foot,  or  27.63  cents  per  square  yard.  On  August  23rd,  with 
an  area  of  5,360  square  feet,  the  cost  amounted  to  3.85  cents  per  square  foot, 
or  34.65  cents  per  square  yard. 

It  is  a  question  whether  surface  heater  repairs  at  35  cents  a  square  yard 
are  as  economical  as  resurfacing  at  60  cents  per  square  yard.  It  is  recom- 
mended that  a  careful  survey  be  made  by  the  department  of  public  works  of 
the  serviceability  of  the  surface  heater  repair  work  laid  during  the  past  two 
years.  If  the  1913  resurfacing  of  Duboce  avenue  is  a  criterion,  it  would  not 
be  advisable  to  continue  the  extensive  surface  heater  work.  The  cost  tabula- 
tion follows : 
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The  Vallejo  Street  Pavement  Costs — 
Contract  vs.  Departmental  Labor 


During  the  course  of  the  survey  every  effort  was  made  to  secure  accurate 
data  upon  which  a  direct  comparison  of  work  in  progress  carried  on  by 
departmental  labor  could  be  compared  with  similar  work  in  progress  carried 
on  by  contract.  The  restoration  of  the  pavement  over  a  sewer  trench  on 
Vallejo  street  provided  one  example.  The  work  in  progress  consisted  of  the 
restoration  of  pavement  over  a  sewer  trench  made  by  the  sewer  repair  gangs 
of  the  bureau  of  sewer  cleaning  and  repair.  The  cost  of  work  is  as  follows 
August  9  to  24,  1916— 

Labor     $190.75 

Teams    46.31 


Total    $237.06 

Material— 15  yards  gravel  @  $1.25 18.75 


$255.81 
10%  overhead  23.70 


$279.51 
Total  area  2,526  square  feet ; 
Cost  per  square  foot  11.06  cents. 

The  side  sewer  department  of  the  bureau  of  streets  makes  service  connec- 
tions from  the  main  sewers  to  the  houses.  Pavement  damaged  in  the  course 
of  these  operations  is  restored  under  contract  with  P.  J.  Gartland.  For  the 
work  done  by  the  bureau  of  street  repairs  at  a  cost  of  11.06  cents  per  square 
foot,  the  Gartland  agreement  stipulates  a  price  of  6  cents  a  square  foot.  If 
the  complete  overhead  percentage  for  plant,  tools,  equipment  and  supervi- 
sion were  added  to  the  cost  of  the  Vallejo  street  job  the  result  would  be 
more  than  twice  as  costly  as  the  price  paid  in  the  Gartland  contract. 

In  this  connection  it  must  also  be  remembered  that  while  the  total  area 
on  the  Vallejo  street  job  amounted  to  2,526  square  feet,  the  average  area  of 
pavement  restored  under  the  Gartland  agreement  does  not  exceed  60  square 
feet.  Hence  a  factor  amounting  to  at  last  20  per  cent  of  the  total  must  be 
deducted  from  the  Gartland  figure  in  order  to  compensate  for  the  increased 
cost  of  haul  and  travel  in  doing  work  at  isolated  locations,  which  means 
that  the  city  labor  work  cost  more  than  twice  what  the  contract  work  for 
this  class  of  repair  would  cost. 

Construction   Costs — Comparison  of  Departmental 
and  Contract  Costs 

The  method  of  keeping  accounts  of  the  bureau  of  street  repairs  made  it 
impossible  to  secure  any  costs  by  sections  of  work  in  progress.  Thus,  it  was 
impossible  to  secure  accurate  costs  on  the  Railroad  avenue  or  the  Howard 
street  reconstruction  jobs,  the  most  extensive  reconstruction  jobs  being 
carried  on  at  the  time  of  the  survev. 
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At  t,,1r  ,'"(1""st  of  tlh'  «aminer  the  officials  of  the  bureau  of  street  repairs 
prepared  the  rusts  on  two  reconstruction  jobs-Turk  street  from  Polk  to 
Bide  and  lurk  street  from  Gough  to  Van  Ness.  Costs  were  also  prepared 
on  the  Green  street  job,  but  the  resultant  figure  was  so  high,  more  than  29 
cents  per  square  foot,  that  it  Mas  assumed  that  there  was  some  inaccuracy 
m  the  ..porting  of  the  labor,  team  or  material  changes.  The  two  Turk 
I  street  costs  are  as  follows: 

Turk  street — 
Cough  to  Van  Ness: 

Total  direct  expenditures $6  036  23 

Indirect  expenditures  258^66 


Total     $6,294.89 

Area  30,141  square  feet; 

Cost  per  square  foot  20.23  cents. 

Turk  street — 
Polk  to  Hyde : 

Total  direct  expenditures $6,678.37 

Indirect    expenditures 267.06 


Total  $6,945.43 

Area  32,100  square  feet; 

Cost  per  square  foot  21.64  cents. 

The  bid  prices  for  the  same  general  kind  of  work  recorded  in  the  contract 
roceedings  of  the  board  of  public  works  are  as  follows : 

Iowa  street  between  20th  and  22nd  street — 

Completed  July  10,  1916; 

Bid  price  16.25  cents  per  square  foot. 
18th  street  between  San  Bruno  avenue  and  Utah  street — 

Completed  July  10,  1916 ; 

Bid  price  15.5  cents  per  square  foot. 
Balboa  street  between  17th  and  18th  avenues — 

Bid  price  20  cents  per  square  foot. 

It  is  difficult  to  get  a  true  comparison  of  the  contract  costs  of  asphalt 
paving  with  the  costs  of  doing  the  same  work  with  department  labor  because 
differences  of  length  of  haul,  differences  in  the  quantities  of  grading  and 
the  character  of  the  subgrade  encountered  during  the  course  of  construction 
result  in  substantial  difference  in  the  bid  price.  The  size  of  the  undertaking 
and  difficulties  encountered  in  the  performance  of  the  work,  such  as  the  con- 
struction of  an  intersection  at  the  point  of  street  railroad  intersection,  also 
affect  materially  the  cost  of  the  undertaking.  Different  formations  of  the 
•  subgrade  (rock,  clay,  sand  and  filled  ground)  arc  encountered  in  various  sec- 
'  tions  of  the  city  in  which  the  bids  on  asphalt  paving  varied  from  36.75  cents 
per  square  yard  to  15.5  cents  per  square  yard.  A  normal  figure  for  this 
work  would,  however,  be  less  than  the  cost  price  of  doing  the  work  by 
departmental  labor  under  present  conditions. 
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Effect  of  Small  Jobs  on  Price  Bid 

The  effect  of  a  small  job  in  increasing  the  price  bid  is  found  in  the  pro- 
ceeding  on  Hancock  street  between  Sanchez  and  Noe  streets  where,  with  a  total 
expenditure  of  but  $426.72  for  asphalt  pavement,  the  price  bid  amounted  to 
42  cents  per  square  foot.  Similarly  in  the  proceedings  in  the  contract  for 
the  intersection  of  Church  and  Liberty  streets  where  the  total  cost  of  the 
contract  amounted  to  $1,147.20  and  the  work  was  located  at  an  intersection,) 
the  price  paid  amounted  to  22  cents  per  foot. 

The  Effect  of  Competition 

The  costs  of  contract  work  depend  obviously  not  a  little  on  the  factor  of 
competition. 

In  San  Francisco  there  are  so  many  contractors  equipped  with  asphalt 
plants  and  so  many  engaged  in  the  active  construction  of  street  pavements 
that  the  factor  of  com  petition  at  present  is  assured.  In  this  the  city  is 
fortunate,  for  in  many  cities  prices  bid  on  contract  work  are  controlled 
through  agreement  rather  than  through   competition. 

City  Should  Be  in  Position  to  Compete 

There  is  no  assurance  that  the  presenl  hasis  of  competition  in  pavement 
construction  will  continue  uninterruptedly  in  the  future.  Thus,  it  is  desirable 
that  the  city  be  in  a  position  to  undertake  work  by  departmental  labor 
whenever  prices  bid  by  the  contractors  exceed  the  cost  of  carrying  on  such 
work  with  departmental  labor  forces.  If,  however,  competition  between 
departmental  labor  gangs  and  contractors'  bids  were  to  be  controlled  solely 
by  estimates  based  on  the  present  cost  of  doing  work,  there  would  be  little 
advantage  in  introducing  this  factor  into  a  bid  procedure  on  pavement  con- 
tract work  no  matter  what  the  prices. 

In  recommending  that  much  of  the  present  work  be  carried  on  by  con- 
tract the  writer  of  this  report  recognizes  the  need  for  a  continuing  of  an 
element  of  potential  competition  which  the  maintenance  of  the  asphalt  plant) 
and  the  nucleus  of  a  gang  organization  for  carrying  on  pavement  construction 
provide.  No  municipality  should  ever  be  without  the  protection  and  the! 
assurance  which  the  possibility  of  doing  work  by  departmental  labor  makes 
available. 

Oakdale  Avenue  Resurfacing 

As  an  incident  of  the  lack  of  co-ordination  between  the  field  operating! 
divisions  of  the  department  of  public  works,  the  Oakdale  avenue  resurfacing 
job  has  already  been  cited.  Shortly  after  the  bureau  of  street  repairs  had 
completely  resurfaced  Oakdale  avenue,  the  engineering  bureau  instituted  a 
sewer  construction  job  which  completely  destroyed  the  pavement  work  done 
by  the  bureau  of  street  repairs. 


! 
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In  the  following  tabulation  the  cost  of  labor  and  teams  chargeable  against 
the  Oakdale  avenue  resurfacing  job  has  been  summarized.  It  will  be  noted 
that  no  material  costs  in  any  amount  have  been  included: 

COST  OF  RESURFACING  (WITH  RED  ROCK)  OAKDALE  AVENUE 

/;'";  Labor  Teams  Material 

April    $    646.50  $    572.00  

June     677.50  600.44  $2.00  (?) 

$1,324.00  $1,172.44 

Total   labor $1,324.00 

Total  teams   1,172.44 

Total  material    

$2,496.44 
Rock  taken  from  city  quarry  676  loads,  April  job. 

The   Oakdale    avenue   job   consisted   of   resurfacing  with   red   rock.      The 

broken  stone  was  obtained  from  a  nearby  quarry  and  the  labor  charges  of 

the  quarry  have  been  included  in  the  total  labor  charges  on  the  work.     Two 

;  separate  undertakings  were  shown,  one  during  April  of  1916  and  the  second 

during  June  of  1916.     The  total  expenditures  amount  to  $2,496.44. 

For  this  expenditure  the  city  received  in  return  approximately  two 
months'  travel  over  three-quarters  of  a  mile  of  road. 


High  Cost  of  Asphalt  Plant  Repairs  Criticized 


During  the  fiscal  year  1915  the  repair  costs  in  both  the  old  and  new 
asphalt  plants  were  exceptionally  high.  On  the  old  plant  $1,114.39  was  ex- 
pended and  on  the  new  plant  $8,361.98. 

Of  the  new  plant  repair  costs,  $5,967  was  expended  for  safety  devices, 
additional  equipment  and  remodeling.  However,  it  would  not  be  proper  to 
charge  this  amount  to  a  capital  outlay  and  hence  it  must  be  considered  as  a 
part  of  the  maintenance  and  repair  costs.  Much  of  this  expenditure  was 
required  for  the  resetting  of  foundations  for  machinery  and  changes  in  tin- 
type of  equipment.  Additional  amounts  will  have  to  be  expended  this  year 
for  substantial  changes  in  the  measuring  devices,  if  proper  asphalt  mat  .'rial 
is  to  be  secured. 

Lutz  Surface  Heaters — Royalty 

The  following  tabulation  shows  the  amount  paid  out  for  the  months  of 
July  to  November,  inclusive,  of  the  year  1915  for  royalties  for  the  Lutz 
surface  heater  machine.  The  rate  is  5  cents  per  square  yard  with  a  guar- 
anteed amount  of  $500  per  year  for  the  machine. 


628 


San  Francisco 
LUTZ  HEATERS— AREA  AND   ROYALTY— 1915-16 


1915 


Sq.   Ft. 


Sq.  Yds. 


July    42,457  4,717 

August    44,232  4,914 

September    51,471  5,719 

October    148,402  16,489 

November    163,846  18,205 

Total   450,408  50,044 


Royalty 


$  235.80 
245.70 
285.95 
824.45 
910.25 

$2,502.20 


Control  of  Repair  Work 

One  of  the  most  important  factors  in  the  handling  of  street  maintenance 
work  is  the  careful  control  of  areas  for  repair.  During  the  course  of  the 
year  a  very  large  amount  of  money  can  easily  be  wasted  by  repairing  streei 
areas  which  could  be  left  unrepaired  for  a  period. 

The  problem  of  maintenance  is  one  of  current  administration.  It  consists 
usually  of  a  continuing  succession  of  irritating  details.  It  lacks  the  appeal 
from  pure  magnitude  which  is  found  in  the  construction  work.  Where  pave- 
ment maintenance  is  carried  on  entirely  by  departmental  labor,  as  is  the  case 
in  San  Francisco,  it  is  necessary  to  have  in  operation  an  effective  procedure 
for  controlling  the  field  operating  forces  from  the  office. 

The  superintendent  should  have  before  him  daily  a  statement  of  yardage 
in  need  of  repair.  He  should  have  prepared  for  his  use  a  route  map  show- 
ing the  locations  of  gangs  to  date  and  the  prospective  locations  for  assign- 
ment in  the  coming  week  or  the  coming  month.  Orders  to  gang  foremen 
should  be  specific  both  as  to  location  and  quantity  of  work  to  be  done. 

Without  strict  office  control  over  the  field  operating  forces  engaged  on 
pavement  maintenance  work,  wasteful  methods  invariably  result.  The  tend- 
ency of  gang  foremen  invariably  is  to  mark  out  areas  for  repair  which  are 
adjacent  to  the  locations  where  they  are  then  at  work.  Efficient  expenditure 
of  maintenance  funds,  however,  demands  that  the  maintenance  problem  of 
the  city  be  considered  as  a  city-wide  problem.  Xo  gang  foreman  or  superin- 
tendent is  sufficiently  informed  as  to  the  needs  of  other  locations  and  the 
work  requirements,  or  even  needs  of  immediately  adjacent  districts  to  lay 
out  the  work  effectively.  Such  direction  must  come  from  the  central  office 
and  obviously  must  be  predicated  upon  accurate  information  currently 
available. 


Marking  Out  of  Repair  Areas 

During  the  course  of  the  inspections  of  street  repair  work  it  was  noticed 
that  very  little  attention  was  given  to  the  marking  out   of  areas  to  be  re- 
paired.    As  a  consequence,  it  was  not  surprising  to  find  that  in  some  « 
areas  of  pavement,  about  which  there  was  a  question  whether  there  was  need 
for  immediate  repair  work,  were  being  torn  up.     Economy  and  efficiency  in 
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the  handling  of  maintenance  repairs  depends  not  a  little  on  effective  mark- 
ing out  of  areas  to  be  repaired.  The  waste  in  repairing  areas  which  could 
be  left   unrepaired   for  some  months  is  obvious. 

It  is  recommended  that  in  every  case  the  foreman  of  the  gang  be  required 

to  mark  out  with  chalk  the  areas  of  asphalt  pavement  to  be  cut  up  by  the 

axemen,  ami  to  indicate  in  some  similar  manner  areas  of  stone  block  pave- 

Iment  to  be  repaired.     It  would  be  better,  however,  if  upon  consolidation  of 

.the  gangs  into  larger  gang  units,  a  supervising  officer  marked  out  the  areas 

| to  be  repaired,  of  at   least  indicated  the  maximum  yardage  of  repair  work  to 

be   carried   on   in   a   specified   block. 


Yards 
Excessive  Yard  Costs  Criticized 

The  corporation  yards  at  Eleventh  and  Bryant  streets  and  Fifteenth  and 
Bryant  street  are  occupied  by  the  field  operating  division  of  the  depart- 
ment of  public  works.  These  include  the  bureau  of  street  repairs,  the 
bureau  of  street  cleaning,  the  bureau  of  building  repairs,  the  bureau  of  sewer 
cleaning  and  repairs,  the  asphalt  plant  and  the  office  of  the  storekeeper.  All 
of  these  organizations  have  on  their  payrolls  men  assigned  to  the  yards. 
The  bureau  of  street  repairs  shows  two  general  groups  of  yard  employees, 
exclusive  of  those  in  the  office  of  the  street  repair  bureau.  These  are — one, 
the  yard  employees,  and  two,  the  rock-crusher  employees.  An  analysis  was 
made  of  the  payroll  in  order  to  segregate  these  two  costs  and  to  determine 
how  many  men  were  being  assigned  to  the  general  yard  work,  it  being 
alleged  that  the  men  assigned  to  the  yard  were  the  general  incompetents  and 
those  physically  incapacitated  on  the  payroll  of  the  bureau  of  street  repairs. 

The  payrolls  of  the  month  of  July  were  analyzed  and  those  employees 
who  are  assigned  to  the  general  yard  work  grouped  in  a  summary.  The 
summary  follows : 
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San  Francisco 


YARD— EXCEPT  CRUSHER 


1916 


11th    St. 

Yard 

Labor 

Watchman 


15th    St. 

Yard 

Labor 

Blacksmith 

Helper 


15th   St. 

Yard 
Laborers 


Yard 
Office, 
Murphy 


Teams 
Hauling 
Tools  and 

Lights 


July 


1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 
10. 
11. 
12. 
13. 
14. 
15. 
16. 
17. 
18. 
19. 
20. 
21. 
22. 
23. 
24. 
25. 
26. 
27. 
28. 
29. 
30. 
31. 


1—$  3.00 

1— 

$  3.75 

14—$  42.00 

1— $ 

5.00 

2— !| 

13.00 

1— 

3.00 

0 

13.00 

1— 

3.00 

2— 

13.00 

1— 

3.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

10— 

29.25 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

10— 

29.25 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

9— 

24.00 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

5— 

15.00 

1— 

7.50 

2— 

13.00 

1— 

3.00 

1— 

7.50 

2— 

13.00 

1— 

3.00 

1— 

3.75 

5— 

13.50 

1— 

5.00 

2 

13.00 

1— 

3.00 

1— 

3.75 

5— 

15.00 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

6— 

18.00 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

10— 

30.00 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

9— 

27.00 

4— 

17.87% 

1— 

3.00 

1— 

3.75 

7— 

21.00 

2— 

13.00 

1— 

3.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

12— 

36.371/2 

2— 

13.00 

1— 

3.00 

1— 

3.75 

10— 

25.87i/> 

2— 

13.00 

1— 

3.00 

1— 

3.75 

7— 

21.35 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

12— 

31.87^2 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

1.41 

13— 

42.371/, 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

1— 

30.37y2 

1— 

7.50 

2 

13.00 

1— 

3.00 

9 — 

13.00 

1— 

3.00 

1— 

3.75 

9— 

24.37V2 

1— 

5.00 

9 

13.00 

1— 

3.00 

1— 

3.75 

9— 

27.371/2 

1— 

5.00 

2 — 

13.00 

1— 

3.00 

1— 

3.75 

8— 

24.37V2 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

8— 

24.371/. 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

11— 

33.371/2 

1— 

5.00 

2— 

13.00 

1— 

3.00 

1— 

3.75 

6— 

18.37% 

1— 

5.00 

2 

13.00 

1— 

3.00 

2— 

13.00 

1— 

3.00 

14— 

36.00 

1— 

5.00 

2 

13.00 

Totals 


$93.00 


$83.91 


$640,471/2 


$112.50 


$407.87% 


Total— Laborer  ( watchman )    $      93.00 

Total— Fifteenth  St.  Blacksmith  Helper 83.91 

Total— Fifteenth   St.   Laborers 640.47% 

Total— Yard  office— Murphy 112.50 


Total  Teams 


929.88% 
407.87% 


Total  Labor  and  Teams $1,337.76 

Add  1  Blacksmith  (shown  in  personal  service  schedule  of  special  appropria- 
tions)         125.00 


$1,462.76 


It  will  be  noted  that  the  number  of  men  asigned  to  the  general  yard  work 
varied  from  5  on  July  8th,  10th  and  11th,  to  11  on  July  1st,  and  that  the 
number  of  teams  varied  from  2  to  4. 

The  total  cost  for  the  month  of  July  was  $1,162.76.  For  this  expenditure 
the  city  received  in  return  (1)  blacksmith  service  for  the  repair  of  equip- 
ment, (2)  lighting  hauling  service,  such  as  the  hauling  of  danger  lanterns 
to  a  few  jobs,  and  (3)   watchmen's  service  (part). 

Considering  the  fact  that  a   certain  number  of  employees  shown    on   the 
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rolls  of  other  operating  divisions  are  regularly  assigned  to  yard  work  and 
that  on  the  bureau  of  street  repair  payrolls  there  appear  a  number  of  em- 
ployers who  are  regularly  assigned  to  the  asphalt  plant  and  the  rock-crusher, 
which  are  both  located  at  the  corporation  yards,  it  is  at  once  apparent  that  an 
expenditure  id  nearly  $1,500  per  month  in  addition  thereto  for  general  yard 
service  is  exorbitantly  high.  A  liberal  estimate  of  the  value  received  would 
nut  exceed  $"100  a  month  and  there  is  no  doubt  but  that  a  proper  co-ordina- 
tion of  the  yard  activities  of  the  various  field  operating  divisions  would 
result   in  a  material   reduction  in  the  cost  below  $500. 

An  allowance  of  $1,000  per  month,  due  largely  to  the  fact  that  the  per- 
sonnel— labor  personnel — is  incompetent  or  incapable  of  performing  a  full 
day's  service,  raises  a  serious  question  regarding  the  present  method  of 
Securing  civil  service  labor.  It  is  recommended  that  the  assignment  of 
laborers  to  plant  and  yard  because  of  physical  incapacity  be  stopped. 

Rock  Crusher 

The  bureau  of  street  repairs  operates  a  rock-crushing  plant  at  the  cor- 
poration yard.  In  order  to  determine  the  economy  of  the  operation  of  this 
plant,  an  analysis  was  made  of  the  payroll  charges  for  the  month  of  July  and 
the  amount  properly  chargeable  to  the  rock-crusher  plant  summarized.  The 
following  table  shows  the  daily  charges  for  labor  and  teams  for  the  rock- 
crusher  plant : 
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San  Francisco 
ROCK   CRUSHER 


1916 


Labor 


July    1. 


Teams 


Output 


Remarks 


$24.00 


5.50 


9. 
10. 
11. 
12. 
13. 
14. 
15. 
16. 
17. 
18. 
19. 
20. 
21. 
22. 
23. 
24. 
25. 
26. 
27. 
28. 
29. 
30. 
31. 


27.00 

1—  6.50 

27.00 

1—  6.50 

27.00 

1—  6.50 

6.00 

1—  6.50 

3.00 

18.00 

18.00 

1—  6.50 

24.00 

7.50 

1—  3.25 

15.00 

10.50 

1—  6.50 

15.00 

7.50 

15.00 

15.00 

18.00 

18.00 

1—  6.50 

15.00 

1—  6.50 

6.00 

1—  6.50 

$316.50 


702  yds. 


1  engineer,  6  laborers 


1  engineer,  7  laborers 
1  "  7 

1  "  7 

1 


1  engineer 

1  4  laborers 

1  "  4        " 

1  "  6 


1  engineer,  3  laborers 

1  "  3 

1  "  3 

1  engineer,  3  laborers 

1  engineer,  3  laborers 

1  "  3 

1  "  3 

1  "  4 

1  "  4 

1  "  3 

1  engineer 


310  gallons  gasoline  @  1714c. . . 
Electric  power   (estimated)    ... 

Labor  

Teams    

Power — Gasoline    

Power — Electricity    (estimated) 


.$54.25 
.     7.00 


$316.50 

.     68.25 

54.25 

7.00 


Total    cost    $446.00 

Total  output,  702  yards;  cost  per  yard,  $.635. 

380  loads  at  about  2  yards  to  each  load  or  760  yards  of  culls  delivered  to  crusher 
during  July,  1916. 

It  will  be  noted  that  the  plant  is  not  in  operation  continuously. 

On  account  of  the  inadequacy  of  the  records,  many  of  the  factors  have 
to  be  estimated,  i.  e.,  electric  power.  This  was  estimated  at  $7.  The  final 
recapitulation  exclusive  of  material  costs  shows  a  total  cost  of  operation  for 
the  month  of  $446,  with  a  total  output  of  702  yards,  or  a  cost  per  yard  of 
$.635. 

Three  hundred  eighty  loads  of  stone  at  about  two  yards  to  each  load  made 
a  total  of  760  yards  of  paving  material  delivered  during  July.  No  charge 
has  been  included  in  the  cost  calculations  for  the  value  of  this  old  material. 
A  plant  cost  of  63.5  cents  per  yard,  exclusive  of  overhead,  for  supervision, 
plant  and  equipment,  is  very  high. 
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KKl'ORT   OF   MR.   F.   T.   KLEEBERG   IN   RE   SAND  GRADING  AND   ANALYSIS   OF 

FILLER   DUST 

Results  of  tests  on  samples  of  sand  marked  "Niles",  Laboratory  Test  No.  P-4363, 
"Antioch",  Laboratory  Test  No.  P-4362  and  limestone  dust,  Laboratory  Test  No.  P-4361 
from  the  Department  of  Public  Works,  Bureau  of  Engineering,  San  Francisco,  California. 

The  "Niles"  sand  contains  12.6%  of  particles  retained  on  a  10-mesh  sieve,  a  large 
portion  of  which  are  rounded  and  smooth.  It  would,  therefore,  be  advisable  to  screen 
this  sand  through  a  10-mesh  sieve  and  reject  these  particles. 

A  mixture  of  the  "Antioch"  sand  with  the  screened  "Niles"  sand  varying  in  pro- 
portion from  1:1  to  3:1  mixed  with  sufficient  filler  to  give  about  15%  of  particles  pass- 
ing a  200-mesh  sieve,  which  mixture  will  carry  from  10.5%  to  11.5%  bitumen,  will  pro- 
duce a  wearing  surface  mixture  of  satisfactory  quality  and  which  mixture  will  exhibit 
a  minimum  amount  of  shoving  or  pushing  even  under  heavy  traffic  conditions  providing 
the  asphalt  used  is  at  the  proper  penetration. 

The  sample  of  limestone  dust  contains  a  considerable  proportion  of  clay.  This  dust, 
however,  when  thoroughly  dry  is  a  satisfactory  filler.  Portland  cement  used  as  a  filler 
would  produce  a  somewhat  stiffer  mixture,  but  it  is  a  question  whether  the  additional 
cost  of  the  latter  would  warrant  its  use. 

Samples  of  Sand  and  Limestone  Dust 

Department  of  Public  Works,  Bureau  of  Engineering,  San  Francisco,  Cal. 
Through  Mr.  W.  B.  Holton,  Bureau  of  Municipal  Research,  New  York  City 

NILES  SAND 
Laboratory  Test  No.  P-4363 

Passing  200  mesh  sieve  1.2%  when  screened  1.4%      1.4% 

"         100  "  "  4.5%  to  remove  the  5.1%  £97^ 

80  "  "  4.0%  particles  retained  4.6%  \     ' 

50  "  "  19.1%  on  a  10  mesh  21.87e  ] 

40  "  "  12.3%  sieve,   the  14.1%  [  35.9% 

30  "  "  16.3%  grading  would  18.7%  J 

20  "  16.1%  be    18.4%  J  53  0% 

10  "  "  13.9%  15.9%  S 

Retained  on     10  "  "'  12.6%  0.0% 

A  large  proportion  of  the  particles  retained  on  a  10-mesh  sieve  are  smooth  and 
rounded.  The  remainder  is  composed  of  hard,  sharp  grains,  practically  free  from  clay 
and  other  foreign  matter. 

ANTIOCH  SAND 
Laboratory  Test  No.  P-.',.KJ2 

Passing  200  mesh  sieve  2.4%       2.4% 

-    io°  ::    ::  •    ioSi^ 

80       "  "  20.3',  \ 

50  «  «  39.8%|46.8% 

40  "  "  i.07o) 

30  »  "  4.4%] 

90  "  "  2.8%  J-    7.2% 

J0  «  «  0.0'  j  | 

Retained  on     10       "  "  °-°% 

This  sand  is  composed  almost  entirely  of  clean,  hard    sharp  ^f^J^ 
cally  free  from  loam  or  clay  and  contains  an  insignificant  proportion  of  grams  oth« 
than  quartz. 
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A  mixture  of  Antioch  and  screened  Niles  sand  in  the  proportions  of  1:1,  2:1  and  3:1 
would  have  the  following  grading: 

1:1  2:1 

Passing  200  mesh  sieve 1.9%  1.9%           2.0%             2.0% 

"         100       "           "     14.2     }  17.3  \ 

80       "           "     12.5     S  15.1  S 

50       "           "     30.8     }  ,             33.9  ( 

40       "           "     10.5     \  41°                9.3  \ 

30       "           "      11.6    ]  9.2  } 

20       "           "      10.6     [  30.1                7.9  \          22.4 


10       "  "      7.9  5.3 


s 

I'.l', 

18.7     / 
16.4     S 

L'.v.; 

35.1  % 

35.3     } 
8.9%$ 
8.0    | 
6.7    ]■ 
3.9    J 

44.2% 
18.6% 

Availability  and  cost  of  the  sands  together  with  traffic  conditions  would  determine 
which  mixture  should  be  preferred. 

LIMESTONE   DUST. 
Laboratory  Test   No.  P-)liU. 

Passing  200  mesh  sieve    92.2'  [ 

100       "         "        6.6" 

30       "         "        1.0" 

Retained  on  30       "         "        0.2 " 

Suspended  matter    (by  elutriation,  3  minutes) 38.7  " 

This  dust  consists  of  carbonate  of  lime,  containing  a  considerable  proportion  of  clay 

and  a  small  proportion  of  sand  grains.    When  thoroughly  dry,  it  forms  a  satisfactory 

filler. 

(Signed)  F.  T.  KLEEBERG,  Chemist. 

BUREAU  OF  ENGINEERING 

The  bureau  of  engineering  is  our  of  the  largest  bureau  organizations  in 
the  department  of  public  works.  At  the  time  of  the  survey,  there  were  ITS 
engineers,  surveyors,  draftsmen  and  inspectors  employed,  exclusive  of  the 
Heteh  Hetchy  force.  Out  of  this  number,  74  were  working  on  budget  appro- 
priation accounts.  The  work  of  the  bureau  of  engineering  is  under  the 
executive  direction  of  the  city  engine"]-,  the  highest  paid  employee  of  the 
city.  The  present  city  engineer  receives  an  annual  salary  of  $1  5,000  per 
year,  of  which  $10,000  is  paid  out  of  the  general  city  fund  and  $5,000  out 
of  the  Heteh  Hetchy  fund. 

The  principal  work  of  the  bureau  of  engineering  may  be  roughly  sum- 
marized as  follows:  the  testing  of  supplies  and  materials;  preparation  of 
photographs  and  blueprints;  surveying  and  drafting  for  engineering  projects! 
design  and  supervision  of  construction  of  engineering  projects;  preparation 
of  local  improvement  and  special  assessment  proceedings;  the  establishment 
of  monuments  and  bench  marks. 

At  the  time  of  the  survey,  the  chief  engineer  was  devoting  practically  his 
entire  time  to  the  larger  engineering  projects,  such  as  the  development  of  the 
Heteh  Hetchy  water  supply,  the  construction  of  the  Twin  Peaks  tunnel  and 
the  supervision  of  the  extension  of  the  municipal  railway  lines.  The  general 
engineering  work  was  under  the  immediate  direction  of  the  first  assistant  city 
engineer.  The  Heteh  Hetchy  work  was  under  the  immediate  direction  of  the 
second  city  engineer.     The  principal  organization  divisions  of  the  bureau  of 
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engineering  are:     division  of  survey,  division  of  design,  division  of  construc- 
tion, and  office  and  records  division. 

A  number  of  the  larger  engineering  projects  were  not  included  in  the 
Scope  of  this  survey.  These  included  the  Heteh  Hetchy  water  supply,  the 
municipal  railway,  etc.  The  tremendous  engineering  problems  involved  in 
the  development  of  the  1  letch  Hetchy  water  supply,  the  construction  of  the 
Twin  Peaks  tunnel,  or  the  construction  and  operation  of  the  municipal  rail- 
way lines  are  in  themselves  of  sufficient  magnitude  each  to  have  warranted 
an  expenditure  of  time  equal  to  the  entire  time  available  for  the  making  of 
this   survey. 

Organization  and  Jurisdiction 

As  the  survey  of  the  various  line  divisions  of  the  department  of  public 
works  progressed,  it  became  more  and  more  apparent  that  one  of  the  funda- 
mental weaknesses  of  the  organization  and  jurisdiction  of  the  department  of 
public  works  was  the  lack  of  engineering  direction  in  certain  of  the  "line" 
activities.  The  chief  engineer  was  practically  in  complete  isolation  from  the 
current  problems  of  supervision  and  maintenance  of  the  line  divisions  of  the 
department.  One  of  the  principal  assistant  engineers  was  devoting  his  entire 
time  to  the  supervision  of  the  Hetch  Hetchy  development.  To  the  first  assist- 
ant city  engineer  was  left  the  work  directly  assigned  to  the  bureau  of 
engineering. 

There  appeared  to  be  no  one  individual  responsible  for  the  engineering 
features  of  the  Avork  of  the  other  bureaus  of  the  department  of  public  works. 
The  impression  could  not  be  overcome,  and,  in  fact,  became  stronger  as  the 
survey  progressed,  that  the  technical  abilities  of  the  staff  of  the  bureau  of 
engineering  were  not  being  properly  capitalized  in  the  work  of  the  de- 
partment. 

In  the  chart  of  the  proposed  reorganization  of  the  bureau,  a  scheme  of 
organization  based  on  the  principles  of  engineering  supervision  of  engineering 
projects  is  outlined.  Practically  all  of  the  work  of  a  department  of  public 
works  is  concerned  with  engineering,  at  least  the  factor  of  engineering 
technique  and  supervision  is  a  vital  element  in  the  development  of  effective 
and  economical  administration. 

Scope  of  Report 

The  functions  of  the  bureau  of  engineering  with  which  this  report  is 
particularly  concerned  are:  local  improvement  construction  contracts,  assess- 
ments, and  garbage  collection  and  incineration. 

Time  Distribution  Criticised 

On  July  26th,  the  board  of  public  works  passed  a  resolution  authorizing 
the  city  engineer  to  charge  the  time  of  the  nineteen  men  cut  out  of  the 
budget' appropriation  against  the  special  inspection  fund  at  a  rate  not  to 
exceed  $2,000  a  month.  This,  together  with  the  additional  time  charges 
against  unexpended  bond  fund  balances,  has  provided   sufficient    funds   for 
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continuing  the  corps  of  engineers,  inspectors  and  surveyors  who,  ostensibly 
were  dropped  from  the  roll  in  the  bureau  of  engineering  appropriation  for 
the  year  1916-17.  This  resolution  stated  that  two  members  of  the  finance 
committee  were  a  party  to  this  authorization.  The  resolution  recites  further 
"that  any  surplus  which  might  hereafter  accrue"  in  the  funds  of  the  depart^ 
ment  of  public  works  should  be  used  in  recrediting  the  special  inspection 
fund. 

Obviously,  this  procedure  is  wholly  improper.  When  the  budget  schedule 
of  the  bureau  of  engineering  was  published,  showing,  as  it  did,  a  decrease  in 
force  of  nineteen  men,  the  assumption  was  that  an  economy  had  been  secured 
in  the  payroll  of  the  engineering  bureau  chargeable  against  tax  levy  funds. 
The  results  show  that  this  was  not  the  case. 

The  condition  in  the  bureau  of  engineering,  where  the  time  of  a  great 
number  of  engineers,  inspectors  and  surveyors  is  charged  against  various 
bond  funds  and  special  funds,  violates  the  terms  of  the  authorizations  of 
most  of  the  funds  against  which  charges  are  now  being  made.  In  addition^ 
it  is  submitted  that  the  board  of  public  works  has  not  the  right  to  authorize 
the  charging  of  the  time  of  general  surveyors  engaged  in  profile  and  precise 
level  work  against  a  special  inspection  fund  built  up  through  an  overcharge 
of  -$1  00  per  day  in  the  time  of  inspectors  assigned  to  special  assessment  con- 
tract work. 

Current  Audit  Recommended 

It  is  recommended  that  the  auditor  audit  the  payrolls  of  the  bureau  of 
engineering  against  the  time  sheets  of  the  employees  of  that  bureau.  The 
practice  of  using  up  balances  in  bond  funds  and  special  funds  for  the  pay- 
ment of  salaries  to  employees  who  otherwise  would  have  to  be  dropped  from 
the  payroll  cannot  be  too  severly  criticised.  If  the  bureau  of  engineering 
needs  the  additional  force,  an  appropriation  sufficient  to  pay  the  salaries  of 
such  force  should  be  made  by  the  board  of  supervisors.  If  the  bureau  of 
engineering  cannot  convince  the  board  of  supervisors  and  the  public  of  the 
necessity  for  the  continuation  of  the  work,  for  which  no  budget  appropria- 
tion has  been  made,  the  auditor  of  the  city  certainly  should  prevent  the 
continuation  of  this  force  on  the  payroll  through  palpable  mischarges  against 
appropriations. 

Other  Employees  Affected 

This  question  of  mischarging  of  time  against  appropriations  is  not  con- 
fined solely  to  the  nineteen  men  whose  positions  were  dropped  from  the 
budget  schedule  in  the  1916-17  appropriation.  Altogether,  there  are  107 
positions  in  the  bureau  of  engineering  where  the  employees'  time  is  charged 
against  various  non-budgetary  appropriations.  This  number  is  exclusive  of 
those  regularly  assigned  on  Hetch  Hetchy  work.  Many  instances  can  be 
found,  in  examining  the  payrolls  of  this  part  of  the  force  of  the  bureau  of 
engineering,  where   it   is   apparent   that   the   distribution    of   charges   against 
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various   funds   has   been    made   on   a   purely  arbitrary  basis,   the   controlling 

factor  beln&'  llnt  the  work  <1<»"'-  but  the  balance  available  in  the  various 
appropriations. 

()l"'  odd  instance  is  to  be  found  in  the  case  of  an  employee  of  the 
photography  and    blueprinting    division.     This    division    of    the    bureau    of 

engineering  does  work  for  fl ffice  of  the  tax  collector  and  is  reimbursed  for 

tli-  work  done.  Through  a  peculiar  appropriation  procedure,  sufficient  funds 
were  provided  for  the  purchase  of  materials  and  supplies,  but  none  for  the 
payment  of  salaries  of  the  two  non-budgetary  assistants.  The  time  of  one  of 
these  employees  is  charged  against  the  special  inspection  fund  and  water 
bonds.  The  time  of  the  other  employee  is  charged  against  the  amounts  paid 
over  to  the  bureau  of  engineering  by  the  tax  collector's  department.  Osten- 
sibly, the  payments  made  by  the  assessor's  department  are  to  reimburse  the 
bureau  of  engineering  for  supplies  and  materials  purchased.  In  reality,  the 
transfer  credits  are  used  to  pay  the  salary  of  an  assistant,  while  the  materials 
and  supplies  needed  are  paid  for  out  of  the  regular  supplies  and  materials 
appropriation  made  to  the  bureau  of  engineering. 

Mischarges  Against  Bond  Funds 

Another  instance  was  found  where  the  salaries  of  two  laborers,  four  watch- 
men and  one  hoisting  and  portable  engineer,  are  charged  to  the  1908  issue  of 
fire  protection  bonds  (high  pressure  service).  The  regular  force  at  this  yard, 
Sixth  and  Hubbell  streets,  consists  of  two  watchmen  and  one  hoisting  engineer. 

It  has  been  a  number  of  years  since  any  extensive  construction  work  was 
undertaken  in  the  high  pressure  system.  The  charging  of  the  time  of  these 
men  against  fire  protection  bonds  is  in  direct  violation  of  the  provisions  of  the 
act  authorizing  their  issuance.  Most  of  the  work  of  these  men  is  in  connection 
with  the  municipal  railways  and  their  time  should  be  shown  as  an  expense  of 
that  undertaking. 

The  scope  of  this  survey  did  not  include  the  municipal  railways  system. 
AVliether  or  not  the  regular  employment  of  these  men  is  warranted  on  account 
of  the  municipal  railways  is  not  considered.  Certainly  there  is  no  need  for 
their  employment  in  so  far  as  the  high  pressure  system  is  concerned  and  the 
charging  of  their  time  against  the  balances  of  the  1908  bond  issue  should  not 
be  continued.  The  last  work  done  by  the  bureau  of  engineering  for  the  high 
pressure  service  was  in  December,  1913,  and  January,  1914. 

Contract  Diagrams  and  Survey  Records 

The  data  of  the  bureau  of  engineering  in  connection  with  paving  and  sewer 
contracts  were  examined  during  the  course  of  the  survey  and  found  to  be 
effectively  and  carefully  handled.  The  work  of  preliminary  surveys,  estimates 
of  quantities,  field  notes,  plans  and  diagrams,  gave  evidence  of  careful  am! 
conscientious  work.  The  office  records  and  files  of  these  [natters  were  adequate 
and  well  indexed. 
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Street  Layout 

The  terms  of  the  charter  and  ordinances  which  control  the  opening  and  lay- 
ing out  of  new  additions  are  somewhat  ambiguous  in  defining  the  responsibili- 
ties of  the  department  of  public  works.  The  department  has,  however,  through 
the  bureau  of  engineering,  exercised  control  over  the  platting  of  new  additions 
in  so  far  as  the  street  layout  was  concerned. 

Unfortunately  for  San  Francisco,  the  early  surveyors  paid  no  attention  to 
adapting  street  layouts  to  the  contour  of  the  country.  As  a  consequence,  in 
a  strenuous  effort  to  maintain  right  angle  corners  and  straight  streets,  many 
of  the  main  arteries  of  travel  were  carried  directly  over  very  steep  hills.  As  a 
consequence,  20  per  cent,  30  per  cent  and  even  35  per  cent  grades  (one  as 
high  as  50  per  cent)  are  not  unusual.  The  department  is  to  be  congratulated 
on  the  present  handling  of  this  problem.  Real  estate  operators  are  encouraged 
to  conform  the  streel  layout  to  the  contour  of  the  land.  The  result  is  easier 
grades  for  traffic  and  a  much  more  pleasing  layout  of  streets  for  residential 
purposes. 


Pavement  Construction 

According  to  the  present  distribution  of  work  in  the  department  of  public 
works,  all  paving  construction  financed  through  assessments  on  abutting  prop- 
erty is  supervised  by  the  bureau  of  engineering.  In  addition,  the  extensive 
boulevard  construction  is  also  within  the  jurisdiction  of  this  bureau. 

The  supervisory  engineering  work  is  divided  into  three  principal  parts, 
each  part  in  charge  of  an  assistant  engineer,  one  of  whom  has  charge  of  boule- 
vard construction,  while  the  other  two  are  responsible  for  the  supervision  of 
all  assessment  paving  and  all  sewer  construction  throughout  the  city,  the  work 
generally  being  divided  geographically  along  the  line  of  Market  Street. 


Scope  of  Pavement  work 

The  following  table  shows  the  approximate  area  of  pavements  constructed 
under  the  supervision  of  the  city  engineers  for  the  past  ten  years.  It  is  to  be 
noted  that  by  far  the  greatest  area  of  pavement  is  of  the  bituminous  type. 
The  figures  are  shown  in  square  yards: 


Bituminous 


Bituminous 
Rock 


1907 70,000 

1908 230,000 

1909 445,000 

1910 718,000 

1911 898,000 

1912 1,035,000 

1913 1,235,000 

1914 1,385,000 

1915 1,389,000 

1916 1,410,000 


Sheet 
Asphalt 


Basalt 
Block 


Broken 
Stone 


Macadam 


Cobble 
Stone 


Brick 


8,000 

2,000 

21,000 

71,000 

30,000 

70,000 

61,000 

28,000 

39,000 

70,000 

143,000 

58.000 

88,000 

130,000 

2,000 

235,000 

90,000 

172,000 

141,000 

8,000 

381,000 

141,000 

285,000 

150,000 

9,000 

525,000 

205,000 

288,000 

12,000 

718,000 

222,000 

323,000 

18,000 

3,000 

1,162,000 

278,000 

360,000 

20,000 

10,000 

1,528,000 

305,000 

390,000 

22,000 

30,000 
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Inspection  Tours 

During  the  progress  of  the  survey,  several  inspection  trips  were  made  in 
company  of  an  assistant  engineer  in  charge  of  paving  work  and  practically 
all  of  the  work  in  progress  was  inspected  in  this  manner  at  least  once.  The 
data  accumulated  on  these  various  inspection  trips  show  that  some  of  the  work 
was  being  carried  on  in  strict  conformity  with  the  specifications  and  generally 
effectively,  bul  thai  other  contract  work  was  being  done  poorly  and  wholly 
without  attention  to  the  terms  of  the  specifications  and  the  contract  under 
which  the  work  had  been  authorized.  Most,  but  not  all  of  these  instances  of 
poor  work,  were  found  during  the  inspection  tours  made  during  the  early 
part  of  the  survey. 

On  the  first  inspection  trip  (in  the  district  south  of  Market  Street)  the 
work  examined  was  entirely  assessment  paving  contracts,  both  private  and 
public.  The  work  in  progress,  however,  was  at  such  a  stage  that,  at  the  time 
the  inspection  was  made,  only  the  grading  and  curbing  work  was  under  way. 
The  curbing  work  inspected  was  being  carried  on  satisfactorily. 

The  second  inspection  trip  was  confined  generally  to  the  district  north  of 
Mission,  and  it  was  in  this  section  that  the  most  noticeable  non-compliance 
with  specifications  was  found.  In  not  a  single  job  in  progress  (work  actually 
under  way  at  the  time  of  the  inspection)  could  it  be  said  that  the  work  was 
being  carried  on  strictly  according  to  the  specifications. 

Ncn-Conformity  with  Specifications  Criticised 

Obviously,  specifications,  which  are  the  basis  for  the  letting  and  the  admin- 
istration of  paving  contracts,  should  be  enforced.  It  is  upon  the  terms  of 
the  specifications  that  contractors  are  asked  to  bid,  and,  unless  specification 
terms  are  enforced  through  adequate  inspection  and  supervision,  no  real  com- 
petition in  bidding  is  secured.  The  difference  between  the  enforcement  of 
specification  terms  to  the  letter  and  loose  enforcement  of  the  specifications  may 
mean  a  difference  of  25  per  cent  or  more  in  the  cost  to  the  contractor  of  doing 
the  work.  Moreover,  it  is  assumed  that  the  specifications  provide  for  pave- 
ment adequate  to  meet  the  traffic  needs  of  the  street.  Ineffective  inspection  of 
engineering  supervision,  which  permits  a  contractor  to  use  materials  or  to 
operate  under  working  methods  not  recognized  in  the  specifications,  results 
usually  in  a  direct  loss  to  the  taxpayers  owning  property  along  the  street. 

The  following  paragraphs  include  a  more  detailed  discussion  of  the  work 
examined  during  the  second  inspection  trip : 

Job  No.  1:  An  asphalt  resurfacing  job  located  at  the  corner  of  Willard 
and  McAllister  streets. 
There  was  no  inspector  on  this  job  until  the  assistant  engineer  and  the 
examiner  arrived.  The  inspector  had  been  picked  up  at  a  job  just 
completed  and  was  brought  to  the  work  in  the  assistant  engineer's 
automobile.  When  the  inspection  party  arrived,  the  2-inch  surface 
of  asphalt  had  all  been  spread  in  place,  and  the  preliminary   rolling, 
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consisting  of  smoothing  with  a  heated  hand  roller,  had  been  prac- 
tically completed.  The  steam  roller  had  not  yet  arrived  on  the  work. 
The  asphalt  being  used  had  apparently  been  left  over  from  another 
job.  Compared  with  the  temperature  prescribed  in  the  specifications 
(275°  F.  minimum),  the  asphalt  being  laid  was  practically  cold.  It 
was  barely  warm  enough  to  be  noticeably  warm  in  the  hand.  Its 
temperature  could  not  have  exceeded  140°.  As  was  to  have  been 
expected,  the  surface  of  the  asphalt  pavement,  after  its  preliminary 
rolling,  was  irregular  and  pockmarked  where  hard  lumps  of  the 
asphalt  mixture  were  encountered. 

Job  No.  2:  Thirty-ninth  Avenue  and  Geary  Street.  A  private  contract 
for  the  construction  of  a  large  intersection. 
At  the  time  of  the  inspection,  the  concrete  foundation  was  being  put  in 
place.  An  inspector  (assistant  engineer)  had  been  on  the  work  for 
a  short  time,  but  the  contractors  had  been  permitted  to  start  the  work 
without  inspection  early  in  the  morning.  The  concrete  mix  being 
put  in  was  very  poor.  The  voids  in  the  stone  aggregate  were  not 
filled  with  the  concrete  mortar ;  the  concrete  slab  in  place  was  not 
laid  to  a  true  grade ;  the  surface  was  open  and  the  rock  being  used 
did  not,  in  any  way,  conform  to  the  provisions  of  the  specifications. 
The  rock  was  a  "churt"  which  had  been  taken  from  a  bank  at  the 
corner  of  Thirty-eighth  avenue  and  Clement  street.  It  had  not  been 
crushed,  either  by  hand  or  by  machinery.  It  apparently  had  not  been 
screened  and  was  of  a  size  practically  twice  as  great  as  that  per- 
mitted by  the  specifications.  In  fact,  very  much  of  the  rock  being 
used  could  have  been,  without  difficulty,  passed  through  a  5-inch 
screen.  The  specifications,  however,  require  that  the  rock  shall  pass 
a  2-inch  screen.  It  costs  more  money  to  break  rock  into  sizes  which 
will  pass  a  2-inch  screen  than  to  break  it  simply  by  bench  blasts  into 
sizes  which  would  be  retained  on  a  3-  or  4-inch  screen. 

Job  No.  3:    Twenty-fourth  Street  between  Cabrillo  &  Fulton. 

This  contract  was  a  so-called  "public  contract''.  The  work  being  done 
consisted  of  the  construction  of  a  6-inch  concrete  foundation  and  a 
2-inch  surfacing  of  bitumen  (a  form  of  rock  asphalt).  The  rock 
being  used  was  a  churt,  very  weak,  badly  laminated  and  dirty.  The 
surface  of  the  completed  concrete  did  not  appear  to  have  been  laid 
to  true  grade. 

Job  No.  4:  Corbett  Avenue  Between  Caselli  Avenue  &  Danvers  Street. 
This  work  was  also  a  "public  contract".  The  work  being  done  con- 
sisted of  the  construction  of  a  6-inch  concrete  and  2-inch  sheet  asphalt 
surfacing  on  the  side  roadways  and  a  center  strip  of  4  inches  of 
concrete  as  a  foundation  for  a  brick  strip.  At  the  time  the  inspection 
was  made,  the  concrete  was  being  put  in  place.  Although  the  ex- 
aminer had  been  informed  in  the  office  of  the  bureau  of  engineering 
and  by  the  supervisory  engineer  that  all  concrete  was  laid  to  true 
grade  stakes,  it  was  found  that  this  job  was  being  carried  on  without 
any  quarter  point  grade  stakes  having  been  established. 

Under  such  conditions  it  was  not  surprising  to  find  that  the  con- 
crete slab  being  put  in  place  on  the  right  hand  side  (uphill  side)  of 
the  street  was  not  6  inches  in  depth.  Two  test  pits  were  dug  in 
completed  sections  of  the  concrete,  which  showed  a  depth  of  concrete 
of  from  5  to  5io  inches.     (It  may  be  added  here  that  the  difference 
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of  1  inch  in  depth  of  a  specified  6-inch  slab  of  concrete  will  mean  a 
difference  in  cost  to  the  contractor  of  from  8  to  15  cents  per  square 
yard.) 

This  work  brought  out  another  defect  in  the  inspection  methods. 
Th»>  depth  of  concrete  to  be  laid  along  the  curb  and  the  adjoining 
sections  is  determined  by  the  inspector  by  placing  a  cleat  over  the 
edge  of  the  curb.  The  bottom  of  the  cleat  is  8  inches  below  the 
surface  of  the  top  of  the  curb.  The  standard  cement  curb  required 
by  the  department  is  14  inches  deep.  Theoretically,  the  difference 
between  the  bottom  of  an  8-inch  cleat  and  the  surface  of  the  sub- 
grade  should  give  a  concrete  foundation  thickness  of  6  inches.  How- 
ever, as  is  usually  found  in  construction  work  where  contractors  are 
permitted  to  pile  materials  (sand,  gravel  and  broken  stone)  on  the 
completed  subgrade  in  order  to  operate  a  concrete  mixer  along  the 
line  of  the  work,  a  considerable  depth  of  unused  sand  had  been  left 
on  top  of  the  subgrade.  Along  the  line  of  the  curb,  the  bottom  of 
the  curb  was  2  inches  below  the  surface  of  the  subgrade  upon  which 
it  was  proposed  to  lay  the  concrete  foundation.  If  the  bottom  of  the 
14-inch  curb  is  2  inches  below  the  surface  of  the  subgrade  and  the 
depth  of  the  concrete  slab  is  determined  only  by  a  surface  measure- 
ment, the  concrete  is  going  to  be  just  as  many  inches  under  the 
specified  depth  as  the  depth  of  the  base  of  the  curb  below  the  surface 
of  the  subgrade. 

Better  Work  Seen  in  Subsequent  Tours 

In  the  subsequent  inspection  tours,  the  work  in  progress  was  much  better 
than  that  criticised  in  the  foregoing  paragraphs.  One  extensive  asphalt  resur- 
facing job  was  inspected  carefully  and  the  work  being  done  conformed  to  the 
specification  requirements.  The  material  was  hot  and  well  handled  on  the 
street.  Tests  of  the  depth  of  the  surface  mixture  being  laid  showed  that  any 
variations  in  depth  less  than  the  2  inches  required  were  very  slight  and  irreg- 
ular. At  two  locations  the  depth  of  the  surface  was  slightly  in  excess  of  2 
inches.  One  street  where  the  asphalt  pavement  had  recently  been  constructed 
was  inspected  and  the  resulting  pavement  appeared  to  be  completely  satis- 
factory. The  grade  was  true  and  the  workmanship  in  general  without  crit- 
icism. 

At  the  time  of  the  survey,  the  Twin  Peaks  boulevard  was  completed;  within 
a  year  or  two  several  other  boulevards,  including  the  Junipero  Serra,  had  been 
completed.  The  Twin  Peaks  boulevard  was  excellently  laid  out  and  apparently 
very  well  constructed.  This  work  was  done  by  contract  under  the  supervision 
of  the  bureau  of  engineering.  It  was  financed  from  the  general  funds  oJ 
the  city. 

Pavement  Specifications 

The  pavement  specifications  now  in  use  by  the  department  of  public  works 
are  in  need  of  almost  complete  revision-at  least,  those  specifications  which 
are  authorized  for  use  on  local  improvement  and  assessment  work  some  time 
ago,  the  engineer  of  the  bureau  of  engineering  prepared  a  revised  set  oJ  pave- 
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ment  specifications,  a  copy  of  which  was  examined  during  the  time  of  tin-  sur- 
vey. These  revised  specifications  are  far  superior  to  the  specifications  now  in 
force  and  it  is  recommended  that  they  be  given  immediate  consideration  by 
the  supervisors. 

A  typical  example  of  the  difference  in  the  two  classes  of  specifications  may 
be  found  in  the  asphalt  "A"  and  "B"  specifications.  The  latter  is  superior, 
but,  not  having  been  authorized  by  the  board  of  supervisors,  it  is  used  merely 
on  work  paid  for  out  of  the  general  funds  of  the  city.  It  is  interesting  to 
note  that  the  specifications  for  sand  grading  in  the  former  specifications  were 
so  drawn  that  it  would  be  practically  impossible  for  any  contractor  to  meet 
the  specification  terms.  In  the  latter  specifications,  however,  the  provisions  on 
sand  grading  have  been  changed  to  conform  to  a   more  practicable  form. 


Methods  of  Measurement  Criticised 

Under  the   presenl    practice,   contractors   bidding   on    paving   contracts   are 

required  to  bid  on  line  item  amounts;  so  much  per  square  foot  for  completed 
pavement  surface;  so  much  per  square  foot  for  completed  6-inch  concrete 
foundation;  so  much  per  lineal  foot  for  curb,  etc  Measurements  upon  which 
the  contractor  is  paid  are  made  upon  the  completion  of  the  work.  In  other 
words,  the  amount  to  be  paid  a  contractor  for  the  construction  of  a  concrete 
foundation  is  determined  by  the  measurements  of  the  completed  slab.  Thus, 
it  is  assumed  that  all  work  put  in  place  is  of  the  required  depth,  but  the  result 
of  the  inspection  of  the  paving  work  in  progress  does  not  warrant  such  a 
conclusion. 

A  number  of  paving  cuts  were  examined  during  the  course  of  this  survey 
with  the  view  to  determining  the  depth  of  the  completed  pavement  and  of  the 
foundation.  In  not  a  few  cases,  one  of  which  has  already  been  cited,  the 
foundation  was  not  a  full  6  inches  and  the  surfacing  was  not  full  2  inches. 
The  method  being  used  to  make  final  measurements  upon  which  contractors 
are  paid  for  work  done  can  never  lie  used  to  determine  quantities  accurately 
wherever  the  depth  laid  is  an  important  factor. 

It  is  recommended  that  concrete  for  foundation  work  either  be  bid  on  a 
cubic  yard  basis  or  that  the  square  foot  basis  be  cheeked  by  a  volume 
measurement. 

It  is  recommended  that  every  inspector  on  paving  work  be  required  to 
deposit  daily  in  the  general  office  a  statement  of  the  quantities  of  materials 
used  and  that  these  reports  be  subjected  to  an  occasional  audit  by  a  special 
inspection  crew.  It  is  further  recommended  that  when  final  measurements  of 
quantities  are  made  by  the  surveyors  of  the  bureau  of  engineering,  that  their 
work  be  checked  b}r  computation  of  the  theoretical  area  which  could  have  been 
obtained  from  the  volume  of  materials  used  had  the  proper  specified  depth  been 
obtained.  It  is  further  recommended  that,  if  the  theoretically  computed  area 
shows  that  the  contractor  has  not  put  in  place  full  depth  of  concrete  or  pave- 
ment surface,  that  the  final  payment  for  work  done  be  based  upon  the   area 
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which  could  have  been  obtained  from  the  amount  of  materials  furnished,  had 
the  work  been  don.-  in  complete  conformity  to  the  specifications  and  not  upon 
the  hasis  of  actual  surface  areas  laid  without  full  specified  depth. 

Assessment  Proceedings 

The  checkerboard  pavement  construction  everywhere  noticeable  in  San 
Francisco  is  essentially  unique.  In  many  street  assessment  paving  proceed- 
ings, property  owners  deal  directly  with  contractors.  The  charter  specifically 
grants  permission  to  do  this.  It  has  resulted  in  checkerboard  pavements  where 
strips  of  improved  pavements  alternate  with  absolutely  unimproved  areas  in 
front  of  different  lots  along  the  line  of  the  improvement.  In  many  streets 
throughout  the  city,  it  is  necessary  to  weave  from  the  right-hand  side  to  the 
left-hand  side  of  the  street  in  order  to  get  a  continuous  improved  pavement 
road. 

The  board  of  public  works  has  the  power  to  enforce  the  improvement  of 
entire  street  blocks  and  it  is  recommended  that  this  power  be  used.  Pavements, 
although  defined  in  the  charter  as  local  improvements,  are  not  of  essentially 
local  benefit.  The  fundamental  equity  in  assessing  the  cost  of  original  pave- 
ment construction  against  owners  of  abutting  property,  comes  not  from  the 
fact  that  the  most  benefit  from  the  pavement  is  derived  by  the  owners  of  the 
abutting  property,  but  rather  that  all  owners  of  property  throughout  the  city 
are  required  to  bear  the  same  burden — the  cost  of  the  first  improvement.  It 
is  recommended  that  the  bureau  of  engineering  prepare  a  chart,  showing  the 
condition,  as  a  first  step  toward  ending  this  practice. 

Further  Criticism  of  Assessment  Proceedings 

Some  of  the  more  important  public  works  construction,  such  as  the  Twin 
Peaks  tunnel,  the  Stockton  Street  tunnel,  etc.,  which  have  been  undertaken  in 
the  last  few  years  have  been  financed  by  special  assessment  on  the  owners  of 
property  falling  within  the  assessable  zone.  The  owners  of  property  within 
these  districts  have  paid  the  entire  cost  of  these  improvements. 

The  time  available  for  the  making  of  this  survey  and  the  preparation  of 
the  report  Was  not  sufficient  to  permit  of  a  detailed  examination  of  the  met  hod 
used  in  apportioning  these  assessments.  It  needs  no  more  than  a  cursory 
examination  of  the  map,  however,  to  conclude  that  the  apportionment  of  the 
assessment  was  not  made  on  an  equitable  basis. 

The  writer  of  this  report  realizes  the  difficulties  with  which  any  apportion- 
ment of  local  improvements  of  this  magnitude  can  be  made,  but  similar  work- 
has  been  encountered  in  a  great  many  cities  and  has  been  paid  for  on  a  much 
more  equitable  basis. 

The  restriction  of  the  assessment  district  for  the  Twin  Peaks  tunnel  project. 
amounting  to  slightly  less  than  $4,000,000,  to  a  section  of  the  city  abutting 
in  the  line  of  travel  through  the  tunnel  is  no  more  just  than  the  assessment 
of  the  cost  of  a  bridge  approach  upon  the  owners  of  abutting  property.     More- 
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over,  it  is  contended  that  in  many  cases  there  will  not  only  be  no  increments 
to  the  property  values  but  a  substantial  decrease  in  the  value  of  certain  parcels 
which  lie  within  the  zone  assessed. 

The  same  is  true  of  other  large  projects.  The  Beale  Street  and  the  Stockton 
Street  tunnels  and,  in  fact,  all  of  the  larger  assessment  proceedings,  could 
unquestionably  be  overturned  in  court  if  it  were  required  of  the  officials  who 
determined  the  apportionment  of  these  assessments  that  the  apportionment 
must  be  made  according  to  benefits. 

The  greatest  danger  to  assessment  proceedings  comes  from  tin-  fact  that 
they  are  not  easily  understood,  and  that  assessment  proceedings  in  the  past 
all  over  the  country  have  provided  so  many  instances  where  inequitable  and 
unjust  proceedings  were  sustained  by  councils  and  boards  of  public  works 
that  a  precedent  may  be  found  for  almost  any  abortion  of  the  benefit  pro- 
vision. 

Assessment  Provisions  in  Charter  Should  Be  Amended 

The  proceedings  in  the  present  charter  which  control  the  apportionment 
of  local  improvement  and  general  improvement  assessments  should  be  com- 
pletely revised.  The  charter  should  contain  protect  iv<  clauses  which  would 
give  to  property  owners  rights  of  review  of  assessment  proceedings  with  'he 
privilege  of  requiring  those  city  officials  to  whom  the  right  of  apportioning 
tin-  assessments  is  given  to  show  cause  why  the  assessments  are  not  made 
according  to  benefits. 

General  property  taxes  are  easily  shifted  and  in  that  lies  their  principal 
value  as  an  equitable  method  of  taxation.  The  shifting  of  local  improvement 
assessments  is  a  more  difficult  undertaking. 

It  is  recommended  that  a  commission  be  appointed  to  provide  local  im- 
provement assessment  provisions  for  the  charter  and  that  such  provisions  be 
based  on  a  careful  study  of  local  conditions  and  the  principles  of  equity  and 
local  improvement  assessments  which  have  been  introduced  into  the  laws  of 
many  of  the  AYestern  states,  particularly  Washington  and  Oregon,  some  of 
the  Middle  Western  states,  particularly  Indiana  and  Wisconsin,  and  a  few 
of  the  Eastern  states. 

Local  Improvement  Ordinance 

The  question  of  the  desirability  of  revising  the  present  charter  provisions 
controlling  street  improvement  ordinances  in  order  to  insure  a  greater  factor 
of  elasticity  in  the  administration  of  this  important  problem  was  raised  by 
certain  officials  of  the  department  of  public  works  during  the  course  of  the 
survey.  A  proposed  charter  amendment  granting  to  the  board  of  supervisors 
the  right  to  amend  the  local  improvement  ordinances  and  provisions  was  re- 
viewed. This  amendment,  which  it  is  proposed  to  have  submitted  to  the  people, 
provides    for   the    establishment    of   a   street    improvement    ordinance    or    local 
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improvement  code  of  streel  improvement  ordinances  to  the  effect  that  upon 
affirmative  vote  of  at  leasl  fifteen  members  of  the  board  of  supervisors,  addi- 
tions, changes  and  general  amendments  to  the  present  street  improvement 
ordinances  may  be  made  by  the  board  of  supervisors. 

It  is  agreed  that  the  problem  of  street  and  sewer  improvement  is  one  where 
the  changing  needs  of  administration  make  it  desirable  to  have  modifications 
made  in  the  street  improvement  law.  It  is  also  agreed  that  a  local  improve- 
ment ende  of  ordinances  is  superior  to  a  local  improvement  code  of  legislative 
acts  or  charter  provisions. 

Tlnre  is  no  doubt  hut  that  the  machinery  for  handling  local  improvement 
work  should  be  so  designed  that  it  can  be  adjusted  to  meet  the  needs  of  the 
situation  in  a  time  much  shorter  than  would  be  required,  even  under  most 
opportune  conditions,  to  amend  a  charter  provision.  The  following  points 
should  be  given  careful  consideration  in  any  amendments  looking  towards  the 
securing  of  a  more  elastic  method  of  local  improvement  administration: 

1 — Tlie  charter  should  provide  that  local  improvement  ordinances  should 
he  discussed  at  public  hearings  and  considered  in  public  before  final 
passage; 
2 — Special  legislation  to  exempt  either  particular  property  holders  or  par- 
ticular proceedings  from  the  effects  of  the  operation  of  the  code  should 
be  expressly  and  specifically  prohibited; 
3 — The  power  to  be  given  to  the  board  of  supervisors  should  be  carefully 
defined  and  strictly  limited  to  particular  sections  of  the  charter. 

Chemical  Laboratory 

The  board  of  public  works  is  fortunate  in  having  available  for  use  an 
admirably  equipped  chemical  laboratory.  The  work  of  this  laboratory  consists 
in  making  tests  of  materials  and  supplies  used  by  the  various  divisions  of  the 
hoard  of  public  works  and  also  in  testing  samples  of  oils  and  gasoline  and 
other  supplies  for  the  supplies  committee  of  the  board  of  supervisors.  The 
force  consists  of  two  chemists  and  two  non-teehnically  trained  laboratory 
assistants. 

In  the  discussion  of  the  purchasing  procedure  of  the  city  a  recommendation 
has  been  included  to  the  effect  that  the  laboratory  of  the  department  of  public 
works  be  enlarged  so  as  to  be  available  for  use  as  a  central  testing  laboratory. 
Such  an  enlargement  of  the  activities  of  tins  laboratory  would  necessitate  an 
increase  in  the  personnel  but  the  value  of  the  service  would  well  warrant  the 
additional  expenditure. 

Lack  of  Control  Over  Asphalt  Plant 

One  of  the  most  important  services  which  can  be  obtained  from  a  depart- 
ment of  public  works  laboratory  is  control  over  the  operation  of  a  municipal 
asphalt  plant.  In  this,  the  present  laboratory  has  been  only  partially  suc- 
cessful    Tests  have  been  made  currently  of  the  asphaltic  mixture  manufactured 
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at  the  asphalt  plant  and  of  the  asphalt  being  manufactured  at  the  various 
contractors'  plants,  but  the  analytical  data  which  has  been  developed  lias  ap- 
parently not  been  used  with  effect  in  controlling  the  tperations  of  the  municipal 
asphalt  plant  at  least. 

Attached  to  this  report  will  be  found  a  tabulation  of  the  analyses  of  the 
various  samples  of  sheet  asphalt  mixture  taken  at  the  municipal  asphalt  plant, 
botli  the  old  plant  and  the  new  plant.  Unfortunately,  no  test  analyses  were 
made  of  the  mixture  being  turned  out  by  the  old  municipal  plant  during  the 
recent  period  of  breakdown  in  the  new  plant,  so  that  it  is  not  possible  to 
make  a  comparison  of  the  efficiency  of  the  old  and  new  plants  in  the  recent 
operations. 

Large  Variation  in  Mix  Criticised 

The  percentage  of  filler  (dust  |  varies  from  5.98  per  cent  as  a  minimum  to 
22.86  per  cent  as  a  maximum  in  samples  taken  from  the  output  of  the  new- 
plant.  From  the  samples  taken  from  the  output  of  the  old  plant  the  minimum 
is  13.1  per  cent  and  the  maximum  21.48  per  cent.  Moreover,  a  plotting  of  the 
curve  of  the  analyses  data  of  the  samples  of  the  output  of  the  old  plant  would 
show  much  less  variation  from  a  plane  than  those  of  the  new  plant.  Obviously, 
the  conclusion  must  be  that  the  measuring  device  of  the  new  plant  is  inferior 
and  unsatisfactory.  This  is  borne  out  by  the  statement  of  the  officers  in  charge 
of  the  new  plant. 

Well-proportioned  Asphalt  Mixture  Required 

It  is  not  the  purpose  of  this  report  to  discuss  the  comparative  advantag 
and  disadvantages  of  the  various  mechanical  devices  used  in  different  asphalt 
plants  for  controlling  the  amounts  of  the  different  elements  which  go  to  make 
up  the  asphaltic  mixture.  It  is  recognized  by  all  authorities  in  the  manu- 
facture of  asphalt  pavements  that  the  proportioning  of  the  different  elements 
in  the  mix  is  a  very  important,  if  not  the  most  important,  factor  in  securing 
good  asphalt  pavements. 

A  variation  of  nearly  400  per  cent  from  the  minimum  to  the  maximum  in 
the  filler  (dust)  content  is  inexcusable.  It  is  submitted  that  at  least  one  of 
the  causes  for  the  rolling  and  creeping  of  the  asphaltic  pavements  in  San 
Francisco  may  be  traced  to  this  condition.  It  is  generally  recognized  that  de- 
vices for  determining  quantities  by  weight  are  superior  to  devices  for  determin- 
ing quantities  by  volume.  Whatever  change  in  this  part  of  the  mechanical 
detail  may  be  agreed  upon  is  not  important  as  long  as  the  change  results  in 
the  securing  of  a  stable,  well-proportioned  mixture. 

Assignment  of  Chemist  to  Asphalt  Plant  Supervision 
Recommended 

As  it  is  only  through  current  and  continued  analyses  of  samples  of  the 
output  that  the  operations  of  an  asphalt  plant  can  be  controlled,  it   is  recom-5 
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mended  thai  the  ehemisl  of  the  department  of  public  works  be  assigned  to 
direel  supervision  of  the  proportioning  of  the  asphalt  mix.  By  this  it  is  not 
meanl  thai  the  chemist  shall  supersede  the  operating  officers  of  the  plant  or 
the  bureau  of  streel  repairs,  but  rather  that,  after  the  proportion  of  mix  and 
the  grading  of  the  sand  aggregate  are  determined  upon,  that  the  chemist  be 
required  to  devote  suffieienl  time  to  analyses  and  plant  inspection  to  insure 
that  such  a  mixture,  both  as  to  content  and  grading,  will  be  consistently  pro- 
duced. 

Photostat  and  Blueprint  Room 

The  department  of  public  works  is  to  be  congratulated  on  its  photographic 
and  blueprint  equipment.  At  the  time  of  the  survey,  this  organization  con- 
sisted of  four  men  and  was  housed  in  the  top  story  of  the  City  Hall.  The 
work  consisted  in  making  photostat  blueprints  and  photographs  for  the  various 
bureaus  and  divisions  of  the  department  of  public  works  and  for  other  depart- 
ments of  the  city  government.  At  the  time  of  the  survey,  two  outside  depart- 
ments were  being  given  service:  (1)  the  tax  collector's  department,  for  which 
photostats  of  maps  jyere  being  prepared,  and  (2)  the  health  department,  for 
which  a  number  of  photographs  were  being  made.  The  well  equipped  photo- 
stat division  of  the  bureau  of  engineering  of  the  department  of  public  works 
makes  possible  the  immediate  introduction  of  many  of  the  modern  methods 
of  accounting  which  require  photostat  work. 

Garbage  and  Waste  Collection  and  Disposal 

The  methods  in  use  for  the  collection  and  disposal  of  garbage  and  waste 
present  one  of  the  striking  differences  in  administration  between  the  cities  of 
the  East  and  the  cities  of  the  West.  Generally  speaking,  in  the  cities  through- 
out the  East  the  collection  and  disposal  of  garbage  and  waste  are  carried  on 
as  a  general  municipal  departmental  undertaking  and  financed  by  the  general 
funds  of  the  municipality.  With  the  exception  of  Seattle,  Washington,  the 
larger  cities  of  the  West  and  generally  the  larger  cities  of  the  far  Middle  West 
have  no  departmental  forces  for  the  collection  and  disposal  of  garbage  and 
waste. 

Today  the  collection  and  disposal  of  garbage  and  waste  in  San  Francisco 
are  matters  that  are  left  to  private  collection  agencies  and  a  private  disposal 
plant.  Neither  of  these  operations  is  being  carried  on  satisfactorily  or  eco- 
nomically. 

In  this  section  of  the  report  the  question  of  the  collection  of  ashes  and 
waste  has  been  touched  upon  only  so  far  as  it  relates  directly  to  the  question 
of  disposal.  Supervision  over  the  private  scavengers  who  now  collect  garbage 
and  waste  from  households  is  vested  in  the  department  of  health,  and  a  dis- 
cussion of  the  supervision  of  this  work  has  been  included  in  the  section  of  the 
report   dealing  with  that  department. 
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Comparative  Costs 

Rates  for  the  collection  of  garbages  and  household  waste  vary.  House- 
holders are  required  to  pay  from  30  cents  to  7f)  cents  per  week,  depending 
upon  the  length  of  haul,  the  amount  of  garbage  and  waste,  and  the  number 
of  collections  per  week.  Data  is  not  available  upon  which  an  accurate  calcula- 
tion of  the  cost  to  the  community  each  year  for  the  private  collection  of  garbage 
and  waste  could  be  based.  The  best  opinion  of  those  most  familiar  with  this 
work  is  that  the  average  cost  of  collection  per  family  is  approximately  $8  To 
$12  per  year,  the  average  cost  per  house  from  $8  to  $20  per  year. 

Recent  calculations  of  the  average  per  capita  cost  for  garbage  collection 
show  a  rate  per  year  of  from  41  cents  to  60  cents  per  capita.  In  Seattle, 
Washington,  the  rate  per  capita  for  garbage  collection  and  disposal  (the  dis- 
posal there  consists  of  the  burying  of  the  garbage  and  the  burning  of  inflam- 
mable waste)  is  72  cents  per  capita  per  year.  As  the  cost  of  disposal,  de- 
termined by  the  charge  made  by  the  privately  operated  incinerator  plant  and 
the  private  scavenger,  is  directly  shifted  to  the  householder  in  the  charge 
made  for  garbage  collection,  the  comparison  of  the  present  estimated  pel 
capita  cost  in  San  Francisco  must  be  on  the  basis  of  a  per  capita  cost  for 
collection  and  disposal,  not  for  collection  alone. 

Assuming  an  annual  cost  per  family  of  from  $8  to  $12  per  year,  this  would 
mean  a  per  capita  cost  of  from  $1.60  to  $2.40  per  year  as  opposed  to  the  72 
cents  per  capita  per  year  cost  in  Seattle.  Simply  because  the  cost  of  garbage 
collection  is  borne  by  the  individual  householder  instead  of  by  the  city  at 
large,  the  cost  cannot  be  eliminated  in  discussing  the  governmental  expense 
borne  by  the  community. 

These  figures  are  submitted  here  purely  as  estimates.  However,  they  are 
the  best  estimates  which  could  be  obtained  during  the  course  of  tins  survey. 
There  is  no  doubt  but  that  the  cost  of  municipal  collection,  efficiently  and 
economical^  handled,  would  be  materially  less  per  household  and  per  family 
than  these  costs. 

It  is  suggested  that  a  careful  survey  be  made  of  this  question  in  order  to 
determine  exactly  the  comparative  costs. 

Advantages  of  Municipal  Collection 

There  are  many  advantages  in  the  municipal  collection  of  garbage  and 
waste.  The  question  of  cost  has  already  been  touched  upon.  The  question  of 
better  service  is  equally  as  important.  In  addition  to  a  possible  saving  to  the 
householder,  municipal  collection  should  mean  a  uniformed  force  of  respon- 
sible employees.  With  municipal  collection  of  garbage  and  waste,  every  house- 
holder would  be  able  to  locate  responsibility  for  lax  collection  and  secure  t In- 
service  desired.  Under  the  present  conditions,  there  is  no  redress  for  inefrici- 
ent  collection  by  private  scavengers.  The  fact  that  there  is  a  close  working 
relation  among  the  various  scavengers  has  aggravated   this  condition. 
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Garbage  Disposal 


At  present  all  garbage  and  waste  collected  by  the  private  scavengers  is 
taken  to  a  privately  operated  incinerator  plant.  This  plant,  the  old  incinerator, 
is  practically  owned  by  the  city  and  $350,000  of  the  agreed  purchase  price  of 
$400.01)0  has  already  been  paid  over  to  the  former  owners.  The  present  oper- 
ator is  the  Sanitary  Reduction  Company.  The  substance  of  the  operating 
agreements,  of  which  there  are  a  number,  some  of  winch  are  controlled  by 
ordinance,  is  as  follows:  (1)  That  all  garbage  and  waste  which,  if  directly 
dumped,  would  create  a  nuisance,  must  be  delivered  to  this  plant;  (2)  that 
a  charge  of  60  cents  per  ton  be  made  for  all  garbage  and  waste  disposed  of 
at  this  plant,  and  (3)  that  the  lessees,  the  Sanitary  Reduction  Company,  make 
all  repairs  to  the  buildings  and  equipment,  operate  without  nuisance,  and  pay 
to  the  city  of  San  Francisco  a  rental  of  $17,500  per  year,  which  amounts  to 
5  per  cent  on  $350,000. 

A  Disreputable  Nuisance 

Time  after  time  the  condition  of  the  old  incinerator  has  been  brought  to 
the  attention  of  the  public.  Any  statement  which  might  be  made  in  this  report 
coi  cerning  the  operating  conditions  at  the  old  incinerator  plant  would  only 
repeat  what  is  already  very  well  known.  Of  all  of  the  incinerator  plants  in- 
spected by  the  representative  of  the  Bureau  of  Municipal  Research  engaged 
on  this  part  of  the  civic  survey,  the  old  incinerator  plant  which  is  now  oper- 
ating in  San  Francisco  is  unquestionably  the  most  insanitary  and  creates  the 
greatest  nuisance. 

Estimated  Operating  Profits 

As  the  securing  of  any  immediate  relief  from  the  nuisance  now  created  by 
the  operation  of  the  old  incinerator  will  necessitate  certain  changes  in  plant 
and  equipment  and  an  increase  in  operating  expenses,  a  rough  calculation  was 
made  of  the  profits  to  the  stockholders  of  the  Sanitary  Reduction  Company 
from  the  operation  of  this  plant. 

Garbage  and  waste  production  can  be  roughly  estimated  at  a  ton  per  day 
per  thousand  inhabitants  for  a  300  working  day  year.  On  this  basis  tin-  re- 
ceipts at  the  incinerator  should  amount  to  approximately  500  tons  per  day  or 
150,000  tons  per  year.  The  average  daily  receipts  of  the  incinerator  plant  for 
the  month  preceding  the  day  of  inspection,  August  27th,  were  502  tons  per 
day.     At  60  cents  per  ton,  this  amounts  to  $301.20  per  day. 

At  the  time  of  the  inspection,  60  men  were  employed  at  the  plant  and  7 
teams  and  5  men  on  the  dumps.  The  laborers  at  the  plant,  of  which  there 
were  58,  received  from  $2  to  $2.75  per  day  (only  one  hem-  employed  a!  the 
larger  figure),  1  assistant  foreman  received  $1,200  per  year,  and  1  general 
foreman  a  slightly  higher  rate.     It  was  not  possihle  to  obtain  a   copj    of  the 
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financial  operating  statement   of  this  incinerator,  so  it  has  been  necessary  td 

estimate  the  various  eosts. 

Notwithstanding  the  fact  that  the  city  departments  pay  for  the  privilege 
of  dumping  material  at  the  rate  of  25  cents  to  30  cents  per  load  (see  Street 
Cleaning  and  Street  Repair  sections  of  the  report),  the  Sanitary  Reduction 
Company  was  being  paid  by  owners  of  property  for  filling  low  ground.  Just 
how  much  money  was  received  from  this  source  it  was  not  possible  to  ascertain, 
but  it  is  assumed  that  the  revenue  from  this  source  and  from  other  miscel- 
laneous sources,  such  as  the  sash  weight  foundry  and  the  picking  privilege, 
offset  the  dump  charges.  Sixteen  railway  freight  cars  weir  being  used  at  a 
cost  of  $1  per  day;  approximately  five  of  these  cars  were  in  active  service 
each  day,  with  switching  charges  of  $2.50  per  day.  All  repairs  to  the  plant 
were  made  by  the  foreman  and  laborers  employed  on  the  regular  payroll. 

With  this  data  as  a  basis,  the  following  estimated  balance  sheet  is  sub- 
mitted : 

Expenses 

16  Railway  freight  cars  at  $1  per  day $  16.00 

5  Railway  freight  cars  in  active  service  at  $2.50  per  day.      12.50 

58  Men  at  an  average  rate  of  $2.25  per  day 130.50 

1  Assistant  foreman  at  $4  per  day 4.00 

1  General  foreman  at  $5.50  per  day 5.50 

Current  and  supplies   2.50 

Interest  58.33 

Total $229.33 

Receipts 

500  tons  per  day  at  60  cents  per  ton $300.00 

Average  profit    $  70.67 

This  means  that  the  city  is  financing  the  Sanitary  Reduction  Company  to 
the  extent  of  $350,000  at  an  interest  rate  below  current  interest  rates;  that 
the  city  is  standing  the  loss  entailed  through  depreciation  in  plant  and  equip- 
ment, and  that  the  city  for  the  privilege  of  doing  all  of  this,  is  sanctioning 
a  profit  to  the  stockholders  of  the  Sanitary  Reduction  Company  of  $70  per  day. 
An  accurate  calculation  of  profits  would  no  doubt  warrant  the  raising  of  this 
$70  figure.  The  first  estimate  given  by  the  assistant  engineer  of  the  bureau 
of  engineering,  in  close  touch  with  this  work,  was  a  profit  of  $125  per  day. 

In  justice  to  the  Sanitary  Reduction  Company  a  statement  must  be  added 
here  that  if  the  city  operated  the  plant,  it  is  quite  possible  that  the  charge  of 
60  cents  per  ton  would  have  to  be  increased  in  order  to  break  even.  Certainly 
there  would  be  no  balance  on  the  profit  side  of  the  ledger.  The  difference  in 
operating  methods  is  indicated  by  the  following:  The  employees  of  the  Sani- 
tary Reduction  Company  work  ten  hours  per  day;  the  employees  of  the  city 
work  eight  hours  per  day.  The  average  laborer's  pay  in  the  employ  of  the 
Sanitary  Reduction  Company  is  about  $2.35  per  day  ;  the  minimum  wage  for 
laborers  in  the  employ  of  the  city  is  $3  per  day. 
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The  Sanitary  Reduction  Company  secures  a  revenue  from  dumping.  The 
city  has  never  received  any  revenue  from  dumping,  and  in  two  instances  is 
now  paying  a  substantia]  fee  for  the  privilege  of  dumping. 

Immediate  Relief  Measures 

It  is  suggested  that  an  audit  be  made  of  the  operating  accounts  of  the 
Sanitary  Reduction  Company  and  that  the  city  levy  on  the  profits  of  this 
company  an  amount  equal  to  approximately  50  per  cent,  to  be  expended  in 
the  elimination  of  the  operating  nuisance  at  this  plant,  Until  the  time  comes 
when  it  will  be  possible  to  abandon  the  operation  of  the  old  incinerator,  and 
there  is  no  question  but  that  the  old  incinerator  should  be  abandoned  as  soon 
as  possible,  there  are  a  number  of  measures  which  could  be  taken  to  amelio- 
rate the  operating  nuisance. 

The  plant  should  be  cleaned  up  and  kept  clean.  At  the  present  time 
litter  is  strewn  indiscriminately  over  the  yards  and  trestles.  The  insanitary 
conditions  of  the  buildings  and  the  working  conditions  on  the  grounds  would 
not  be  tolerated  under  the  labor  laws  of  many  states.  The  city  could  at  least 
supervise  the  expenditure  of  a  part  of  the  profits  in  the  elimination  of  these 
conditions.  The  temporary  storage  bins  for  the  garbage  might  be  closed  in. 
as  could  the  el  inker  floor,  so  that  the  fumes  would  be  drawn  into  the  furnaces. 

What  could  be  done  to  reduce  the  nuisance  from  the  flue  gas  odors  is 
somewhat  of  a  question.  The  only  method  tried  has  been  a  complete  failure. 
This  consisted  in  the  construction  of  a  series  of  jet  sprays  in  the  flue  through 
which  the  flue  gases  were  passed.  When  this  sprinkler  system  is  operated 
it  only  increases  the  nuisance.  It  has  no  visible  effect  on  the  density  of  the 
flue  gases  and  the  continual  circulation  of  the  same  water,  which  soon  heats 
up  to  steaming  temperature,  merely  dissipates  the  noxious  odors  along  with 
the  water  vapor  at  a  ground-floor  level  instead  of  at  the  top  of  the  stack. 
The  cause  of  the  odor  is  that  the  combustion  is  not  good.  The  materials 
which  have  gone  into  the  furnaces  have  not  been  thoroughly  incinerated. 
hence,  theoretically  at  least,  it  would  be  more  effective  to  attempt  to  increase 
the  temperature  in  the  flue  passage  rather  than  to  decrease  the  temperature 
through  the  introduction  of  water  jet  showers. 

The  introduction  of  a  battery  of  oil  burners  with  a  special  air  inlet  in  the 
flue  chamber  at  a  point  near  to  the  furnaces,  might  be  of  assistance  in 
completing  the  combustion.  High  temperatures  alone  will  not  completely 
destroy  odors,  neither  will  a  sprinkler  washing  of  the  flue  gases,  but  a 
combination  of  the  two  according  to  recent  tests  made  in  the  east  will 
accomplish  the  result. 

The  New  Incinerator 

The  debate  on  the  question  of  the  new  incinerator  has  reached  a  stage 
where  any  additional  consideration  must  be  along  the  lines  of  a  detailed 
technical  discussion.     The  scope  of  this  survey  does   not   contemplate  a  discus- 
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sion  of  the  new  incinerator  on  technical  grounds.  The  new  incinerator  plant 
is  not  now  in  operation.  It  has  not  been  in  operation  since  October,  1914. 
On  account  of  the  rejection  of  the  plant  by  the  department  of  public  works 
as  not  complying  with  the  terms  of  the  specifications  and  contract  and  the 
request  for  the  refund  of  money  already  paid  to  the  Destructor  Company 
for  part  payment,  the  courts  are  now  being  asked  to  determine  in  whom  the 
ownership  of  the  plant  rests. 

Methods  of  Disposal  in  Other  Cities  Discussed 

Whatever  may  be  decided  about  the  new  incinerator,  the  decision  will  not 
solve  the  garbage-disposal  problem  in  San  Francisco.  In  the  first  place,  the 
capacity  of  the  new  plant  which  is  now  constructed  is  only  120  tons  per  day. 
The  garbage  and  waste  production  of  San  Francisco  is  more  than  500  tons 
per  day. 

There  are  four  principal  methods  of  disposing  of  garbage  and  household 
waste : 

1 — Garbage  reduction — a  process  of  garbage  treatment  whereby  fats  and 
oils  are   extracted  from  the    garbage   and  the   residue  is  used  as  a 
fertilizer  base: — This  method   of  garbage   disposal   obviously  necessi- 
tates the  separate  incineration  or  other  disposal  of  refuse.     Some  of 
the  cities  where  the  handling  of  garbage  disposal  is  along  the  lines 
of  the  reduction  system  which   tarnish  typical   examples  are: 
Municipally  operated  plants:    Cleveland  and  Columbus,  Ohio. 
Privately    operated    plants:     New    York,    Chicago,    Los    Angeles, 
New  Bedford,  M;iss.;  Springfield.  Mass.:  Heading,  Pa.;  Detroit, 
Mich. 

2 — Garbage  incineration — a  process  whereby  garbage  and  waste  are 
burned: — This  is  the  system  being  followed  in  San  Francisco. 
Cities  where  garbage  and  waste  are  being  disposed  of  according  to 
the  incineration  method  and  typical  of  this  method  of  handling  the 
garbage  disposal  problem  are:  Portland,  Ore.;  Memphis,  Tenn. ; 
Rochester,  N.  Y. ;  Syracuse,  X.  Y. ;  Atlanta,  Ga.;  Havana,  Cuba; 
Chicago,  111.;  Spokane,  Wash.;  Vancouver,  Wash.;  Milwaukee,  Wis., 
and  many  others. 

3 — Dumping  and  burying  of  garbage  and  household  waste: — The  dumping 
method  of  disposal  has  often  been  used  by  seaboard  cities.  In  New 
York,  household  waste  is  dumped  into  the  ocean.  Until  recent ly 
Oakland,  Cal.,  disposed  of  garbage  by  dumping  into  the  ocean.  Few 
cities  have  successfully  dumped  or  buried  garbage  and  waste  on 
land.  The  only  large  city  to  report  successful  disposal  by  this 
method  is  Seattle,  Washington. 

4 — Feeding  garbage  to  pigs  and  other  disposal  of  household  waste: — This 
method  is  being  most  successfullly  carried  out  by  the  cities  of 
Denver,  Colo.;  Grand  Rapids.  Mich.,  and  Philadelphia,  Pa. 
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Objections  to  Garbage  Disposal  Plants 

The  question  of  nuisance  at  garbage  disposal  plants  is  the  one  question 
of  greatesl  importance.  The  experience  of  cities  has  shown  that  a  garbage 
disposal  plant  cannot  be  operated  wholly  without  nuisance.  There  is  no 
plant  now  in  operation  of  the  incinerator  and  destructor,  crematory  or 
reduction  type  which  is  being  operated  wholly  without  nuisance.  Some  of 
the  plants  are  less  troublesome  on  this  score  than  others,  but  all  have  some 
objectionable   features. 

The  one  fundamental  nuisance  which  can  never  be  avoided,  no  matter 
how  much  money  is  spent,  is  the  fact  that  all  garbage  collecting  vehicles, 
scavenger  wagons,  etc.,  concentrate  during  the  night  and  day  at  the  delivery 
points.  The  mere  handling  of  the  garbage  in  concentrated  quantities  at  one 
point  is  in  itself  a  nuisance,  and  this  factor  should  be  kept  in  mind  in  con- 
sidering any  possible  disposal  plant.  The  new  incinerator  is  now  in  litigation 
on  account  of  operating  nuisance,  it  being  alleged  by  the  city  that  the  oper- 
ating conditions  were  a  nuisance  and  that  the  plant  operation  did  not  con- 
form to  the  non-nuisance  guarantee  of  the  constructing  company.  Notwith- 
standing that,  had  the  plant  been  operated  in  substantial  and  complete 
conformity  with  the  terms  of  the  specifications  regarding  nuisance,  there 
still  would  have  been  a  nuisance  from  the  concentration  of  the  scavenger 
wagons. 

Certain  Defects  in  Contract  and  Design  of  New  Incinerator 

Although  the  question  of  design  and  original  construction  is  perhaps  not 
pertinent,  it  has  been  thought  desirable  to  include  a  discussion  of  two  points 
in  order  that  the  attention  of  the  public  may  be  called  to  certain  peculiarities 
in  the  design  and  terms  of  the  contract,  to  the  end  that  similar  mistakes  will 
be  avoided  in  the  future. 

The  principal  nuisance  from  the  operation  of  the  incinerator  was  due  to 
the  noxious  odors  of  the  flue  gases.  Evil  smelling  gases  are  more  obnoxious 
in  concentrated  form  than  when  disseminated  through  dilution.  The  smoke 
stack  at  the  incinerator  plant  is  150  feet  in  height,  but  its  effective  height 
does  not  exceed  65  feet.  The  incinerator  plant  was  constructed  in  a  gully 
at  the  side  of  a  hill.  On  the  top  of  the  hill  is  the  isolation  hospital.  Sixty 
feet  of  the  stack's  height  are  lost  in  reaching  the  crest  of  the  hill.  At  least 
30  feet  more  are  lost  in  reaching  the  top  of  the  buildings.  If  the  full  heighl 
of  the  stack  had  been  effective,  there  is  no  doubt  but  that  considerably  less 
nuisance  would  have  ensued  from  noxious  flue  gases. 

One  of  the  terms  of  the  original  contract  is  worthy  of  special  mention, 
particularly  in  order  that  similar  confusing  and  misleading  terms  may  be 
eliminated  from  any  future  contracts  for  garbage  disposal  plants,  whether 
constructed  for  incineration  or  reduction  processes.  The  cosl  guarantee  of 
the  company  constructing  the  plant  was  on  a  profit  basis.  The  company  did 
not  agree  that  the  cost  of  incinerating  garbage  would  not   excel  a  certain 
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amount,  but  rather  that  the  profit  which  would  accrue  to  the  city  from  the 
sale  of  by-product  steam  generated  during  the  process  of  incineration  would 
equal  a  certain  specified  figure. 

The  question  of  by-product  steam  has  been  the  bett  noir  of  incineration 
construction  and  operation.  Invariably,  the  possibility  of  substantial  revenue 
from  the  use  or  sale  of  by-product  steam  has  been  presented  in  glowing 
terms  to  communities  where  the  question  of  garbage  disposal  by  incineration 
was  being  discussed.  Without  exception,  revenues  to  be  derived  from  by- 
product steam  have  been  grossly  overestimated.  The  overstatements  have! 
been  either  as  to  quantity  or  as  to  actual  revenue  receivable,  or  both.  In 
many  cases,  no  opportunity  whatsoever  has  been  available  for  using  the  by- 
product steam. 

At  the  location  of  the  new  incinerator  there  is  practically  no  opportunity 
for  the  use  of  by-product  steam.  In  order  to  make  use  of  the  economic  value 
of  the  heat  generated  during  the  process  of  incineration,  either  the  applied! 
power  must  be  usable  at  intervals  or  the  garbage  must  be  stored  and  the 
plant  operated  continually  on  a  three-shift  basis.  Neither  of  these  methods 
is  effective.  Pumping  water  into  a  reservoir  and  supplying  a  small  percent- 
age of  current  as  an  auxiliary  supply  to  a  large  consumer  have  been  about 
the  only  effective  methods  developed  for  using  by-product  steam  developeq 
in  an  incinerator  plant.  These  opportunities  did  not  and  do  not  now  exist 
at  the  new  incinerator  plant.  With  such  a  condition  it  is  reasonable  to 
inquire  whether  the  introduction  of  a  profit  guarantee  rather  than  a  cost 
guarantee  into  the  terms  of  the  contract  was  made  in  good  faith. 

DEPARTMENT   OF    ELECTRICITY 

The  department  of  electricity  has  control  over  (1)  the  installation, 
operation  and  maintenance  of  the  fire  alarm  and  police  telegraph  systems, 
and  (2)  the  inspection  of  all  electric  wiring  and  electric  fixture  installation 
in  or  on  the  streets  and  in  all  buildings  located  within  the  limits  of  the  city 
and  county. 

The  department  is  under  the  supervision  of  a  chief  appointed  by  the  joint 
board  of  fire  and  police  commissioners.  In  the  following  section  of  the  report 
only  those  activities  of  the  department  pertaining  to  the  inspection  of  elec- 
tric wiring  and  electric  fixtures  are  considered.  The  installation,  operation 
and  maintenance  of  the  fire  alarm  and  police  telegraph  systems  have  been 
discussed  in  the  section  of  the  report  dealing  with  the  fire  and  police 
departments. 

Scope  of  Work 

The  following  tabulation  shows  the  scope  of  the  work  in  the  last  three 
A^ears : 
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1913"1914  1914-1915  1915-1916 

[nspections  Approvals  Inspections  Approvals  Inspections  "Approvals 


July   1,259 

August    1,181 

September    967 

October     1,497 

November    1,445 

December 1,654 

January    1,808 
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.May    2,513 

June    2,509 
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2(1.609  7,656  28,105  9,843  28,541  10,319 

Fixture  installations  were  first  inspected  March  1,  1914. 

Number  of  inspectors  from  July  1,  1913,  to  March  6,  1914 5 

Number  of  inspectors  from  March  6,  1914,  to  July  1,  1916 6 

Number  of  inspectors  since  July  1,  1916 8 

1913-l>f  1914-15  1915-16 

Inspections  per  inspector  per  year 3,866  4,684  4,757 

Installations  approved  per  inspector  per  year 1,436  1,640  1,720 

Number     of     inspections     per     approved     installation 

( average )    2.69/1  2.85/1  2.76/1 

The  disparity  in  the  two  figures  is  caused  by  the  fact  that  at  times  many 
inspections  must  be  made  of  the  operations  carried  on  under  a  single  permit. 
Where  extensive  electrical  inspection  work  is  being  carried  on  in  large  build- 
ing operations  as  many  as  twenty-five  inspections  of  the  work  were  made. 

The  inspection  and  permit  divisions  of  the  department  are  self -support- 
ing.    The  permit  fees  in  the  last  three  years  are  as  follows: 

1913-14 $13,517.58 

1914-15 14,268.32 

1915-16 12,317.79 

Decentralization  Criticised 

According  to  the  terms  of  the  charter  the  department  of  electricity  is 
established  as  a  separate  entity  in  the  city  government.  The  fact  that  the 
general  administrative  control  is  vested  in  the  joint  fire  ami  police  commis- 
sioners associates  the  department  of  electricity  more  closely  with  the  fire  and 
police  departments  than  with  any  other  department  of  the  city  government. 
There  is  no  organic  connection  whatsoever  between  the  departmenl  of  elec- 
tricity and  the  department  of  public  works,  and  this  disassociation  of  a 
department  whose  operation  is  wholly  within  the  field  of  electrical  engineer- 
ing from  the  principal  engineering  organization  of  the  city  governmen.1  is 
open  to  serious  question. 

There  is  little  doubt  but  that  the  combination  of  the  work  of  the  depart- 
ment of  electricity,  at  least  that  part  of  the  work  which  has  to  do  with  the 
inspection  of  electrical  wiring  and  installations,  with  the  departmenl  of  public 
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works,  would  be  of  mutual  benefit.  In  the  past  the  only  association  of  these 
two  departments  has  come  through  an  informal  co-operation  between  the 
electrical  engineers  of  the  tAvo  forces.  Much  of  the  work  connected  with  the 
installation  of  the  fire  alarm  and  police  telegraph  systems  was  carried  on 
by  the  electrical  engineers  of  the  bureau  of  engineering.  This  work,  par- 
ticularly the  design  and  construction  of  the  central  operating  station,  is  a 
credit  to  both  departments.  To  which  department  belongs  the  principal 
credit,  unfortunately  is  a  matter  of  debate  and  has  already  aroused  too  much 
discussion.  It  is  important,  however,  in  considering  the  weakness  of  the 
present  decentralized  plan  of  organization  to  recognize  the  fact  that  if  it  is 
difficult,  if  not  impossible,  to  localize  the  credit  for  the  work  done,  it  would 
be  equally  impossible  to  place  responsibility  for  failure.  Any  organization  in 
which  the  lines  of  authority  are  so  confused,  either  by  the  specifications  of  the 
organic  law,  which  established  the  jurisdiction,  or  the  informal  administrative 
relations,  which  the  exigencies  of  the  work  have  made  necessary,  is  fundament- 
ally weak. 

In  this  connection  it  is  also  important  to  consider  the  fact  that  when  the 
need  arose  for  the  design  and  construction  of  an  important  part  of  the  fire 
alarm  and  police  telegraph  systems,  the  two  departments — the  department  of 
electricity  and  the  department  of  public  works — were  both  called  upon  to 
carry  on  a  part  of  the  wrork. 

The  test  of  the  adequacy  of  any  organization  is  whether  or  not  it  satisfies 
the  work  requirements.  Measured  by  this  standard,  the  conclusion  must  he 
that  the  department  of  electricity  should  be  made  a  subdivision  of  the 
general  engineering  organization  of  the  city — the  department  of  public 
works. 

Transfer  of  Electrical  Inspection  to  Building  Inspection 
Bureau  Recommended 

In  the  section  of  this  report  dealing  with  the  bureau  of  building  inspec- 
tion, the  decentralization  of  the  building  inspection  activities  has  been 
touched  upon.  The  inspection  of  the  construction  of  the  building  proper  is 
within  the  jurisdiction  of  the  bureau  of  building  inspection;  the  inspection 
of  plumbing  installation  and  sewer  connections  is  within  the  jurisdiction  of 
the  health  department ;  and  the  inspection  of  electric  wiring  and  fixture 
installations  is  within  the  jurisdiction  of  the  department  of  electricity.  All 
of  these  activities  are  carried  on  at  the  same  time.  Each  is  predicated  upon 
a  procedure  of  permit  issuance  and  the  control  over  the  authorized  opera- 
tions by  field  inspection. 

There  is  no  doubt  but  that  the  centralization  of  these  activities  within 
one  organization  of  the  city  government  would  materially  increase  the 
effectiveness  of  the  work  and  at  the  same  time  decrease  the  amount  of 
annoyance  and  inconvenience  to  which  owners  and  builders  are  now  put 
because  of  the  scattering  of  the  inspection  forces. 
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General  Comment  on  Organization 

In  recommending  the  transfer  of  certain  activities  now  within  the  juris- 
diction of  the  department  of  electricity  to  the  department  of  public  works 
it  must  be  understood  thai  this  report  does  not  imply  that  the  present  plane 
of  efficiency  in  the  administration  of  the  department  of  public  works  is  above 
that  ^f  the  department  of  electricity.  On  the  contrary,  the  department  of 
electricity  is  better  organized  an.)  is  now  operating  under  a  more  effective 
procedure  than  that  found  in  the  inspection  divisions  of  the  department  of 
public  works.  In  less  the  organization  and  work  methods  of  the  department 
of  public  works  are  materially  improved  in  the  near  future,  the  effectiveness 
of  the  work  now  carried  on  by  the  department  of  electricity  might  be 
decreased  by  the  proposed  transfer.  The  point  is  made  that  under  normal 
operating  conditions  of  organization  and  work  methods  the  close  association 
of  th.-  electrical  inspection  work  now  carried  on  by  the  department  of  elec- 
tricity with  the  work  of  building  inspection  now  carried  on  by  the  depart- 
ment of  public  works  would  be  of  mutual  advantage. 

Inspection 

The  examination  of  the  inspection  procedure  of  the  department  of  elec- 
tricity left  no  doubt  in  the  mind  of  the  examiner  that  the  organization  and 
procedure  for  controlling  the  inspection  work  of  the  department  of  electricity 
is  far  superior  to  any  other  inspection  procedure  surveyed  during  the  course 
of  the  examination  of  the  public  works  activities  of  the  city.  The  organi- 
zation, tlie  permit  procedure,  and  the  inspection  control  now  in  force  in  the 
department  of  electricity  have  been  well  designed  and  are  effectively  oper- 
ated. The  inspection  procedure  of  the  bureau  of  building  inspection,  the 
bureau  of  streets  and  other  divisions  of  the  department  of  public  works  could 
be  materially  improved  by  being  reorganized  along  the  lines  of  the  inspec- 
tion procedure  of  the  department  of  electricity.  The  permit  procedure  is 
effectively  controlled  on  a  financial  side,  the  field  inspection  work  effectually 
controlled  through  a  well-designed  system  of  office  filing  for  the  co-ordination 
of  field  reports  with  the  office  permit  records. 

The  fact  that  just  the  sort  of  control  which  is  now  so  well  established  in 
the  department  of  electricity  is  lacking  in  many  of  the  inspection  activities 
of  the  department  of  public  works,  has  already  been  criticised  in  the  section 
of  the  report  dealing  with  those  phases  of  the  work  of  the  department  of 
public  works. 

Joint  Pole  Agreement 

The  department  of  electricity  is  also  to  be  commended  for  the  excellenl 
work  done  in  getting  under  way  the  joint  pole  agreement.  The  work  was 
done  in  co-operation  with  the  department  of  public  works  and  the  ct> 
attorney.     The  consummation  of  the  joint  pole  agreement   is  more  creditable 
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(in  account  of  the  fact  that  there  arc  no  provisions  either  in  the  charter  or 
in  the  ordinances  which  grant  to  the  department  of  electricity  any  basic 
powers  for  enforcing  the  kind  of  co-operative  working  relation  between  the 
public  service  corporations  upon  which  any  joint  pole  agreement  must  be 
predicated. 

The  title  "Joint  Pole  Agreement"  is  indicative  of  the  purpose  and  plan 
of  this  work.  The  pnhlic  service  corporations  holding  charters  for  construct- 
ing overhead  transmission  lines  or  cable  carriers  within  the  limits  of  the  city 
and  county  are  making  use  of  common  poles  for  carrying  the  lines  of  the 
various  companies. 

The  parties  to  this  agreement  are : 

Pacific  Gas  &  Electric  Co. 
Great  Western  Power  Co. 
Universal  Electric  &  Gas  Co. 
Sierra  San  Francisco  Power  Co. 
Pacific  Telephone  &  Telegraph  Co. 
Western  Union  Telegraph  Co. 
Postal  Telegraph  Co. 
Southern  Pacific  Co. 

Underground  System 

At  the  present  time  the  central  section  of  the  city  is  within  what  is  known 
as  the  underground  zone,  a  zone  where  all  wires  other  than  street  car  wires, 
are  required  to  he  placed  underground.  According  to  the  terms  of  the 
underground  system  ordinance,  approximately  two  miles  of  streets  are  added 
every  year  to  the  underground  system.  This  work  is  progressing  slowly  but 
effectively,  although  not  all  of  the  wires  in  the  underground  district  are 
actually  underground.  The  addition  of  two  miles  of  streets  every  year  to  the 
underground  system  is  not  a  rapid  enlargement,  hut  the  establishment  of  an 
underground  system  should  not  be  taken  up  so  rapidly  that  the  cost  of  the 
work  cannot  be  assimilated  by  the  public  utilities  companies  without  over- 
burdening their  revenues. 

HIGH   PRESSURE   SYSTEM 

The  following  sections  of  the  report  discuss  the  activities  which  are 
incident  to  the  maintenance  and  operation  of  the  auxiliary  high  pressure 
service : 

The  lines  of  administrative  authority  in  the  present  organization  are 
somewhat  confused  and,  for  that  reason,  no  attempt  has  been  made  to 
sectionalize  this  report  according  to  the  suborganization  units  having  charge 
of  the  various  parts  of  the  high  pressure  system.  A  part  of  the  work  is  in 
charge  of  the  bureau  of  engineering  of  the  department  of  public  works:  a 
part  of  the  work  is  under  the  supervision  of  the  superintendent  of  the  high 
pressure  system,  and  a  part    of   the    work    is   under   tin1    supervision    of  the 
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superintendent   of  engines,  a  position  which  was  vacant  at  the  time  of  the 
survey. 

The  high  pressure  system  is  one  of  the  conspicuous  examples  of  weak  and 
ineffective  organization  found  during  the  survey  of  the  public  works  activi- 
ties of  the  city.  The  operation  and  maintenance  of  the  system  is  within  the 
general  administrative  jurisdiction  of  the  board  of  fire  commissioners.  The 
work  of  operation  and  maintenance  has  in  turn  been  segregated  within  the 
lire  department.  The  superintendent  of  high  pressure  has  charge  of  the 
repairs  to,  and  general  maintenance  of  the  high  pressure  distribution  system 
and  the  low  pressure  (Spring  Valley)  fire  hydrants,  and  the  operation  and 
maintenance  of  two  high  pressure  storage  tanks,  one  booster  station  and  the 
high  pressure  system  reservoir  on  Twin  Peaks.  The  superintendent  of 
engines  is  in  charge  of  the  maintenance  and  operation  of  the  two  high  pres- 
sure pumping  stations.  The  bureau  of  engineering  of  the  department  of 
public  works  has  charge  of  the  design,  construction  and  extension  of  the 
system. 

Scope  of  Work 

A  discussion  of  the  adequacy  of  the  high  pressure  system  and  the  auxiliary 
system  as  a  fire-fighting  unit  has  been  included  in  the  fire  department  section 
of  the  report.  The  following  discussion  is  confined  to  the  engineering  and 
construction  features  of  the  system.  In  order  to  understand  the  inter-relation 
of  the  high  pressure  system,  both  with  the  fire  department  and  the  engineer- 
ing forces  of  the  department  of  public  works,  it  is  necessary  to  have  a  clear 
understanding  of  the  part  which  the  various  factors  of  the  high  pressure 
system  play  in  the  fire-fighting  service.  San  Francisco's  water  supply  for 
fire-fighting  purposes  may  be  roughly  summarized  as  follows : 

1 — Regular  Water  Supply  (Low  Pressure) 

Spring  Valley  Water  Company  supply; 
Pressure — 50  to  125  lbs. ; 
Low  pressure  hydrants — 4420. 

2 — High  Pressure  System 

City  Owned  System; 
Miles  of  Pipe— 72.8; 
High  pressure  hydrants — 889. 

a — Regular  Supply : 
Gravity ; 
Two  storage  tanks — One  reservoir: 

(1)   Jones  Street  tank;   reinforced  concrete: 
Capacity— 750,000  gallons ; 
Static  head— 160  lbs.; 
Feeds  all  the  lower  /one  of  the  high  pressure  service. 
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(2)  Ashbury  Tank: 
Capacity — 500,000  gallons ; 
Static  head — 214  lbs. ; 

Feeds  the  upper  zone  of  the  high  pressure  system  and  the 
Jones  Street  tank. 

(3)  Twin  Peaks  Reservoir: 
Capacity— 10,500,000  gallons ; 
Static  head— 328  lbs.  ■ 

Reservoir  supply  for  high  pressure  system.  Fed  from  Clar- 
endon Heights  tanks  of  Spring  Valley  Water  Company 
through  Ashbury  tank  booster  station. 

3 — Auxiliary  High  Pressure  Supply 

Two  pumping  stations,  2800  and  2700  h.  p.  boiler  capacity  ; 

Eight  centrifugal  high  pressure  pumps,  ratio  capacity  each  2700  gal- 
lons per  minute  at  300  lbs.  pressure; 

Two  fire  boats  which  could  be  used  to  support  the  high  pressure  sup- 
ply by  attaching  to  any  one  of  four  dockside  connections.  Capacity 
of  each  boat,  4900  gallons  per  minute  at  300  lbs.  pressure,  10,500 
at  150  lbs. 

The  following  tabulation  shows  the  reserve  and  available  supply  of  water 
for  fire-fighting  purposes,  exclusive  of  the  Spring  Valley  supply: 

Twin  Peaks  Reservoir Capacity       10,500,000  gallons 

Ashbury  Tank "  500,000 

Jones  Street  Tank "  750,000 

85  Concrete  Cisterns "        each      75,000 

1  Concrete  Cistern "  150,000 

1  Concrete  Cistern "  250,000 

54  Brick  Cisterns,  varying  in  capacity  from  20,000  to  106,000  gallons  each 

2  Fire  Boats Capacity     7,106,400  gallons  per  day  each 

2  Auxiliary  Pumping  Stations.       "  17,280.000  gallons  per  day  each 

High  Pressure  System  Should  Not  Be  Operated  by 
Fire  Department 

The  high  pressure  system  was  constructed  by  the  bureau  of  engineering 
of  the  department  of  public  works.  At  the  time  of  its  completion  the  ques- 
tion of  its  operation  was  discussed  and  for  one  reason  or  another  it  was 
decided  that  the  high  pressure  system  should  be  maintained  and  operated 
by  the  fire  department.  Whatever  were  the  causes  for  the  assignment  of  the 
high  pressure  system  to  the  jurisdiction  of  the  fire  department  (the  examiner 
was  unable  to  discover  what  the  real  reasons  were),  it  is  submitted  that 
there  is  no  need  for  the  continuation  of  the  plan  today.  The  maintenance 
and  operation  of  the  high  pressure  system  is  a  problem  of  engineering  admin- 
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ist  ration  ;    both  iii  personnel  and  organization  the  problem  is  essentially  one 
of  engineering. 

The  fire  department  is  not  organized  for  carrying  on  an  engineering 
project.  The  fire  department  is  a  tire-fighting  organization.  Its  interest  in 
a  high  pressure  water  supply  is  confined  solely  to  securing  an  adequate  sup- 
ply in  volume  and  at  a  sufficient  pressure  for  effective  fire  fighting.  The 
depart meiit  of  public  works  is  organized  and  equipped  for  carrying  on 
engineering  work.  There  is  no  doubt  but  that  more  economy  in  administra- 
;i  in  and  more  effective  handling  of  the  work  would  follow  a  closer  alignment 
of  this  part  of  the  engineering  of  the  city  to  that  part  now  under  the  direct 
supervision  of  the  bureau  of  engineering. 

Night  Emergency  Force 

In  order  that  any  possible  breaks  in  the  high  pressure  mains  or  hydrants 
occurring  at  night  may  be  attended  to  without  delay,  two  members  of  the 
high  pressure  maintenance  force  are  on  duty  at  night.  These  constitute  the 
high  pressure  emergency  crew.  In  the  section  of  the  report  dealing  with 
the  night  emergency  forces  of  the  department  of  public  works  it  has  been 
recommended  that  the  various  night  emergency  gangs  be  consolidated. 
There  is  no  reason  why  the  general  emergency  gangs  of  the  department  of 
public  works  cannot  be  equipped  to  handle  the  emergency  work  of  the  high 
pressure  system. 

Inspection 

Under  the  present  practice,  the  distributing  system  of  the  high  pressure 
water  service  is  inspected  by  the  hydrantmen  and  gatemen  of  the  force  of 
the  superintendent  of  high  pressure.  These  men  are  also  engaged  in  the 
maintenance  of  hydrants  and  mains  of  the  high  pressure  service  and  of  the 
low  pressure  hydrants  attached  to  the  Spring  Valley  Water  Company  lines. 
The  problem  of  inspection  of  the  distribution  system  may  be  divided  into 
two  principal  parts:  (1)  operation  inspection,  and  (2)  mechanical  inspections. 
Mechanical  inspections,  those  inspections  where  a  complete  overhauling  of  the 
mechanical  detail  of  the  hydrant  or  gate  is  had,  require  the  services  of  the 
employees  of  a  mechanical  division.  Operation  inspections,  those  inspections 
which  are  confined  merely  to  determining  whether  hydrants  are  in  proper 
condition  for  use,  may  be  made  either  by  the  mechanical  force  or  by  the  uni- 
formed force  of  the  fire  department. 

Very  little  use,  thus  far,  has  been  made  of  the  uniformed  force  in  the 
inspection  of  hydrants  or  gates.  In  cities  where  the  temperature  is  below 
the  freezing  point  for  many  weeks  during  the  winter  months,  the  uniformed 
force  is,  without  exception,  used  continually  in  operation  inspections.  In 
San  Francisco,  the  absence  of  a  cold  winter  season  has  made  unnecessary  the 
assignment  of  a  great  number  of  men  to  inspections  during  the  winter 
months.     The  use  of  the  uniformed  force  for  inspection  of  operating  condi- 
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tions  of  hydrants  and  gates  is  desirable  for  a  number  of  reasons,  one  of 
which  is  the  probable  reduction  in  cost  of  inspections,  and  another  the  fact 
that  the  use  of  the  uniformed  force  for  hydrant  and  gate  inspections  famil- 
iarizes the  fire-fighting  force  with  the  hydrant  and  gate  details  of  the  dis- 
tributing system. 

It  is  recommended  that  the  possibility  of  the  use  of  the  uniformed  force 
for  inspection  be  given  careful  consideration. 

Low  Pressure  Hydrants  in  High  Pressure  Zones 

The  city  pays  to  the  Spring  Valley  "Water  Company  $30.00  per  year  per 
hydrant  for  low  pressure  fire-fighting  water  supply  service.  The  appropria- 
tion in  the  1916-17  budget  for  this  purpose  amounted  to  $132,000.00.  which 
pays  for  the  use  of  4400  low  pressure  hydrants.  After  the  construction  of 
the  high  pressure  system,  350  low  pressure  hydrants  were  removed  from  the 
high  pressure  zone.  At  the  same  time  889  high  pressure  hydrants  were 
added.  No  spot  maps  showing  the  local  ion  of  the  low  pressure  and  the  high 
pressure  hydrants  have  been  prepared,  so  it  was  impossible  to  determine, 
without  an  analysis,  which  would  have  required  more  time  than  was  available 
during  the  course  of  this  survey,  how  many  duplicate  locations  were  still  in 
existence.*  It  was  stated  that  approximately  800  low  pressure  hydrants 
were  still  in  use  in  the  high  pressure  zone. 

Estimated  Saving  of  $12,000  Yearly  by  Elimination  of 
Low  Pressure  Hydrants 

There  is  no  doubt  but  what  a  careful  study  of  this  condition  would  permit 
a  considerable  reduction  in  the  number  of  low  pressure  hydrants  still  in  use. 
Every  low  pressure  hydrant  removed  would  mean  a  saving  to  the  city  of 
$30.00  per  year,  and  it  is  estimated  that  at  least  $12,000.00  per  year  could 
be  saved  through  the  removal  of  low  pressure  hydrants  duplicating  the 
locations  of  high  pressure  hydrants. 

The  high  pressure  water  system  has  been  considered  purely  as  an  auxili- 
ary system.  In  fire  fighting,  the  high  pressure  service  has  not  been  used  as 
a  primary  source  of  supply.  The  reason  given  for  this  practice  is  that  the 
damage  to  property  resulting  from  the  use  of  high  pressure  water  service 
was  considerably  greater  than  damage  caused  by  the  use  of  the  low  pressure 
supply.  This,  however,  cannot  be  considered  as  a  valid  reason,  for  the  fire 
department  is  fully  equipped  with  reducing  valves  which  can  be  attached 
to  high  pressure  hydrants  as  quickly  as  a  steamer  connection  can  be  effected 
with  the  low  pressure  supply. 

The  Use  of  Pumping  Stations  for  the  Manufacture  of 
Electric  Current 

The  city  is  a  very  large  purchaser  of  electric  current  from  private  cor- 


The  preparation  of  a  spot  map  was  begun  shortly  after  the  survey  of  the  high  pres- 


sure system  was  completed. 
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porations.  More  than  three-quarters  of  a  million  dollars  per  year  is  ex- 
pended in  the  purchase  of  electric  current.  The  three  principal  items  alone 
amount  to  more  than  $700,000.  For  the  lighting  of  streets  there  has  been 
appropriated  $460,000;  for  the  lighting  of  public  buildings,  $45,000;  and 
the  current  purchased  by  the  municipal  railways  during  the  fiscal  year 
1915-16  amounts  to  $220,000,  making  a  total  of  $725,000.  In  addition,  oper- 
ating power  is  purchased  by  the  park  department  varying  from  $500  to 
$600  per  month;  by  the  department  of  public  works  for  sewn'  pumping; 
bythe  fire  department  for  power,  etc.  The  rates  for  eurrent  vary.  Street 
lighting  is  purchased  on  contract,  the  payments  of  which  are  regulated  by  a 
pole  light  unit  price  The  municipal  railway  pays  lc  and  1 '  ;c  per  kilowatt 
hour.  Public  building  lighting  is  furnished  at  various  rates  up  to  3c  per 
kilowatt  hour.  The  two  auxiliary  pumping  stations  of  the  high  pressure 
system  are  equipped  with  a  total  boiler  capacity  of  5500  h.p.  The  annual 
operating  expenses  are  as  follows: 

Salaries  and  wages $20,887.00 

Repairs  and  maintenance,  fiscal  year  1915-16 3,281.75 

Supplies,  fuel,  oil  and  water 7,100.09 

$31,268.81 

Interest  and  depreciation  on  these  plants  amount  to  $70,000  per  year. 
The  only  earnings  received  are  the  small  payments  made  by  the  United 
States  government  for  light  and  power  supplied  from  pumping  station  No.  2. 

The  use  of  a  steam  pump  installation  for  an  auxiliary  fire-fighting 
purpose  is  an  expensive  luxury,  but  the  pumping  stations  have  now  been 
constructed  and  more  than  $800,000  has  been  spent  in  buildings  and  equip- 
ment. This  fact  does  not  in  any  way  lighten  the  criticism  of  this  type  of 
installation,  but  the  important  question  now  is,  what  can  now  be  secured 
from  this  very  large  outlay  of  money,  rather  than  the  development  of  a 
criticism  of  a  steam  pump  high  pressure  auxiliary — the  most  expensive  type 
of  installation  for  the  purpose.  One  possible  solution  is  the  use  of  the  pump- 
ing stations  for  generating  electric  current.  With  a  very  small  additional 
capital  expenditure,  both  pumping  stations  could  be  equipped  to  supply 
current  for  the  municipal  railways,  and  perhaps  for  the  lighting  of  certain 
of  the  public  buildings.  There  would  be  little  increase  in  personal  service 
or  operating  expenses  required,  practically  no  increase  in  maintenance,  and 
a  substantial  increase  in  supplies,  fuel  oil  and  water,  although  it  would  be 
small  by  comparison  with  the  total  present  cost. 

A  Possible  Saving  of  $100,000  per  Year 

It  is  recommended  that  the  bureau  of  engineering  be  instructed  to  prepare 
estimates  of  the  plant  capacity  of  the  two  pumping  stations  in  the  terms  of 
electric  current,  with  an  estimate  of  the  capital  expenditure  necessary  for 
providing  the  necessary  electrical  installation.     At  least  the  present  net  loss 
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due  to  depreciation  and  interest  charges  on  idle  plant  would  be  saved. 
There  is  little  doubt  but  that  current  could  be  generated  as  cheaply  as  it 
could  be  purchased  under  the  present  rates,  and  there  is  a  possibility  that 
there  would  be  an  additional  saving  which  might  be  secured  on  account  of 
producing  current  at  a  lower  cost  than  the  present  rates.  In  any  event,  if 
current  is  to  be  supplied  for  the  municipal  railways  and  for  the  lighting  of 
public  buildings,  the  proper  funds  should  be  billed  for  an  amount  equal  to 
the  total  cost  of  operating,  including  interest  and  depreciation  charges,  but 
at  a  rate  which  will  not  be  greater  than  the  present  contract  prices.  Any 
overage  should  be  charged  against  the  general  funds  of  the  city  as  an 
expense  of  maintaining  an  auxiliary  high  pressure  fire-fighting  service. 

Unused  Pipe 

For  the  last  few  years,  between  18  and  19  miles  of  high  pressure  water 
mains  have  been  lying  idle  at  the  pipe  yard  at  Sixth  and  Hubbell  Streets. 
These  mains  are  worth  about  one-half  million  dollars.  Tiny  were  purchased 
at  the  time  of  the  construction  of  the  high  pressure  water  system.  Before 
the  work  was  completed  the  fund  was  exhausted  and  it  was  impossible  to 
lay  the  additional  18  or  20  miles  of  high  pressure  system  which  the  original 
plan  contemplated.  This  work  was  done  under  the  supervision  of  the  bureau 
of  engineering  of  the  department  of  public  works.  Many  difficulties  arose 
during  the  progress  of  the  work;  many  contracts  were  abandoned  and  a 
number  of  contractors  lost  heavily  on  the  venture  <»n  account  of  lack  of 
familiarity  with  this  type  of  construction.  A  part  of  the  system  was  con- 
structed by  day  labor  under  the  supervision  of  the  department  of  public 
works.  All  of  these  obstacles  contributed  to  the  difficulty  in  handling  the 
high  pressure  installation  work,  but  nevertheless  the  officials  of  the  engineer- 
ing department  of  a  city  are  selected,  ostensibly,  for  their  ability  to  surmount 
difficulties.  The  purchase  of  a  half  million  dollars'  worth  of  pipe  in  excess 
of  what  the  available  funds  would  permit  to  be  installed  would  be  an 
indictment  per  se  of  any  engineering  organization.  What  is  to  be  done 
with  the  pipe  now  is  somewhat  of  a  question.  The  prevailing  opinion  seems 
to  be  that  the  citizens  of  San  Francisco  will  not  in  the  immediate  future 
authorize  another  bond  issue  for  the  construction  or  extension  of  the  present 
high  pressure  system.  The  pipe  is  worth  more  to  San  Francisco  than  it 
would  be  to  any  other  municipality,  partially  on  account  of  the  design, 
partially  on  account  of  the  cost  of  handling  if  moved,  and  the  difficulty  in 
securing  a  market.  Until  the  time  comes  when  the  needs  of  the  city  warrant 
a  twenty-mile  increase  in  the  present  high  pressure  system,  this  pipe  will 
probably  have  to  remain  in  storage,  a  continuing  reminder  of  the  need  for 
careful  planning  in  the  administration  of  a  city's  public  works. 
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PARKS  AND  PLAYGROUNDS 

Parks 


The  impression  gained  from  an  inspection  of  the  park  properties  of  the 
city  and  comity  of  San  Francisco  is  that  they  are  well  kept  and  have  been 
well  kept  for  a  number  of  years.  As  more  than  70  per  cent  of  the  park  area 
is  concentrated  in  Golden  Gate  Park,  obviously  a  general  impression  of  the 
park  system  of  San  Francisco  is  largely  made  up  of  impressions  of  Golden 
Gate  Park. 

Notwithstanding  the  barren  condition  of  the  natural  soil,  the  lawns  are 
well  kept.  The  large  number  and  great  variety  of  trees  and  shrubs  elicit 
favorable  comment   from  all  visitors. 

The  total  park  area — 1483  acres,  or  about  one  acre  to  350  people — is  below 
the  generally  accepted  standard  of  recreational  space.  It  is  generally 
thought  by  students  of  park  problems  that  a  city  should  have  at  least  one 
acre  of  parks  for  each  200  inhabitants.  A  number  of  American  cities, 
notably  Kansas  City,  .Minneapolis,  Indianapolis  and  Seattle,  have  a  larger 
park  area  with  respect  to  population  (see  attached  chart).  In  San  Francisco, 
however,  the  total  area  of  parks  is  increased  by  the  area  of  playgrounds 
under  the  jurisdiction  of  the  playground  commission  and  the  many  acres  of 
government  land  within  the  city,  much  of  which  is  parked  and  accessible  to 
the   public. 

Distribution  cf  Parks  Good 

The  distribution  of  the  smaller  parks  and  squares  throughout  the  city  is 
generally  good,  but  a  few  more  properties  should  be  gradually  acquired  in 
order  to  furnish  adequate  recreation  centers  within  walking  distance  of 
homes  in  certain  districts.  This  is  particularly  true  of  the  southeastern 
section  of  the  city.  Within  the  district  bounded  generally  by  Islais  Creek 
and  the  southern  line  of  the  city,  there  is  but  one  park  and  one  square. 

Organization  and  Jurisdiction 

The  park  system  and  a  part  of  the  boulevard  system  of  the  city  of  San 
Francisco  are  under  the  jurisdiction  of  the  board  of  park  commissioners,  of 
which  there  are  four  members  appointed  by  the  mayor.  The  members  of  the 
board  serve  without  compensation.  The  general  administration  of  the  parks 
is  vested  in  the  board  of  park  commissioners,  the  executive  supervision  in  the 
superintendent  of  parks  and  squares.  The  office  force  reports  to  the  secre- 
tary of  the  board.  The  remainder  of  the  organization  is  under  the  direct 
supervision  of  the  superintendent  of  parks  and  squares. 

The  charter  gives  the  board  of  park  commissioners  practically  complete 
jurisdiction  over  all  matters  of  administration  affecting  the  parks  and 
squares.     The  budget   appropriation  is   made   in   one   lump   sum.     Employees 
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are  not  subject  to  the  rules  and  regulations  of  the  civil  service  commission. 
Only  a  part  of  the  purchases  are  charged  against  the  purchase  schedules  of 
the  supplies  committee  of  the  board  of  supervisors.  In  fact,  the  park  juris- 
diction is  essentially  a  separate  and  distinct  entity  in  the  city  government. 

Scope  of  Survey  and  General  Conclusions 

The  survey  of  the  park  department  was  confined  Largely  to  matters  of 
administration  and  organization.  Jt  appeared  that  the  efficiency  of  the  park 
department  was  above  the  average  efficiency  of  the  other  public  works 
activities  of  the  city.  Perhaps  the  greatest  reason  for  this  has  been  the 
continuing  personnel,  the  present  superintendent  of  parks  having  been  in 
office  for  more  than  thirty  years.  The  experience  of  the  Bureau  of  Municipal 
Research  has  shown  that,  even  with  an  imperfect  organization  and  imperfect 
methods,  a  continuing  personnel  in  executive  positions  in  any  department  of 
a  city  government  has  resulted  in  a  plan  of  efficiency  considerably  higher 
than  that  of  the  average  city  department.  With  this  in  mind,  it  is  not  unfair 
to  attribute  the  condition  of  the  park  system  in  San  Francisco  to  the  fact 
that  the  executive  officers  have  had  a  steady  tenure  in  office. 

Economies  in  Administration 

A  number  of  instances  of  simple  economies  in  the  administration  of  park 
affairs  were  noted.  These  were  indicative  of  a  spirit  of  economy  permeating 
the  scheme  of  administration.  .Much  service  was  being  secured  gratis.  Many 
gifts  of  land,  equipment  and  non-structural  improvements  had  been  made  by 
private  citizens  to  the  park  board,  and  from  these  the  community  secures  a 
lasting  benefit  wholly  without  cost.  Messengers  were  being  paid  an  office 
boy's  wage,  not  the  minimum  wage  for  able-bodied  labor.  Where  it  was 
possible  to  purchase  supplies  and  materials  more  cheaply  than  these  could 
have  been  purchased  through  the  purchase  schedules  of  the  supplies  committee 
of  the  board  of  supervisors,  purchases  were  made  directly  from  the  vendor. 
Where  the  items  of  the  purchase  schedules  were  lower,  the  schedules  were  used. 

Comparison  of  Park  Beard  with  Board  of  Public  Works 

This  report  recommends  the  abolition  of  the  board  of  public  works.  It 
does  not  recommend,  however,  the  elimination  of  the  park  board.  The  rea- 
son for  this  is  practice,  not  theory.  In  general,  it  may  be  said  that  the  only 
board  administration  which  has  been  uniformly  successful  in  city  govern- 
ments has  been  confined  to  the  park  and  playground  activities.  Likewise, 
experience  of  cities  has  shown  that  a  board  of  public  works  as  a  board 
organization  for  administering  the  affairs  of  the  public  works  department 
has  been  uniformly  unsuccessful.  In  San  Francisco,  this  same  general  situa- 
tion also  is  found.  While  the  affairs  of  the  park  department  are  not  admin- 
istered on  a  basis  of  100  per  cent  efficiency,  nor  can  it  be  said  that  the  board 
of  public   works'   administration   of   the   public   works   activities    has   been    a 
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complete  failure,  nevertheless,  measured  by  results  secured  and  economies 
of  current  administration,  the  administration  of  the  park  board  inclines  to 
the  credil   side  of  the  Ledger  and  that  of  the  board  of  public  works  to  the 

debit. 

Accounts  and  Records 

In  the  last  few  years  the  accounts  and  records  of  the  park  board  have 
been  subjected  to  scrutiny  a  number  of  times  by  various  experts.  A  number 
of  accounting  installations  have  been  started  and  many  changes  made  in  the 
methods  of  keeping  accounts.  Literally,  thousands  of  pages  of  reports  have 
been  written  and  testimony  transcribed  in  reference  to  the  accounting  meth- 
ods in  use  in  this  department.  What  motives  led  to  the  preparation  of  any 
of  these  reports  on  the  accounting  procedure  in  the  park  department,  or  the 
means  taken  by  the  board  of  park  commissioiners  to  deny  the  charges,  is  not 
pertinent  to  this  discussion. 

The  accounts  and  records  in  use  at  the  time  of  the  survey  were  examined 
on  their  own  merits  in  order  to  determine  whether  or  not  the  accounting 
procedure  was  providing  the  information  needed  and  the  basis  for  control, 
not  only  over  cash,  but  over  field  operations.  The  accounts  of  the  park  de- 
partment follow  along  the  lines  of  the  implied  organization  of  the  charter. 
They  are  complete  in  themselves.  They  do  not  depend  either  upon  the 
auditor's  or  treasurer's  accounts.  The  accounts  of  the  department  are  on 
a  receipts  and  expenditures  basis.  Any  general  criticism  which  might  be 
directed  against  the  system  of  accounts  would  be  that  the  expense  side  of 
the  record  keeping  had  not  been  completely  developed.  Complete  time 
records  for  payroll  purposes  are  in  use.  An  expenditure  classification  is 
being  maintained.  Appropriation  and  fund  accounts  wrere  apparently  con- 
scientiously kept.  This  survey  did  not  comprehend  an  audit,  but  it  is 
assumed  the  accounts  are  accurate. 

The  payroll  procedure  is  not  standard,  but  satisfies  the  minimum  demand. 

The  expenditure  classification,  from  a  technical  accounting  standpoint, 
is  somewhat  ambiguous.  The  account  titles  are  not  altogether  mutually 
exclusive.  It  is  recommended  that  steps  be  taken  to  revise  the  expenditure 
classification  along  more  modern  lines  in  order  that  comparisons  of  costs  by 
objects  of  expenditure,  with  costs  to  other  departments  will  be  facilitated. 
It  is  to  the  credit  of  the  department,  however,  that  the  classification  of 
expenditures  now  in  use  has  been  followed.  It  is  also  recommended  that  a 
functional  expense  classification  which  will  segregate  the  expense  of  carrying 
on  some  of  the  principal  unit  activities,  such  as  roads,  etc.,  be  developed. 

Effect  of  Revised  Budget  Procedure 

If  the  accounting  survey  now  being  carried  on  under  the  supervision  of 
the  board  of  supervisors  comprehends  a  revision  of  the  budget  procedure,  it 
is  recommended  that  attention  be  given  to  the  establishment  of  the  procedure 
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of  administrative  allotments  of  funds  from  the  general  appropriations  made 
for  park  purposes. 

Reports 

The  last  comprehensive  annual  report  of  the  board  of  park  commissioners 
was  published  in  1912.  The  report  purports  to  be  the  forty-second  annual 
report.  Other  than  the  yearly  financial  report  prepared  pursuant  to  section 
9,  article  15,  of  the  charter,  no  annual  reports  of  park  conditions  have  been 
made  since  the  publication  of  the  large  1912  report.  The  1912  report  is 
more  comprehensive  and  more  detailed,  particularly  in  the  cataloging  of  trees 
and  shrubs,  than  would  be  required  of  an  annual  report.  The  annual  finan- 
cial reports  are,  on  the  other  hand,  too  technical  for  public  consumption  and 
confined  too  much  to  the  one  subject  to  be  of  service  as  a  real  annual  report 
should  be. 

It  is  recommended  that  the  board  of  park  commissioners  prepare  every 
year  an  annual  report  drawn  in  such  form  that  it  will  presenl  a  clear,  con- 
cise and  understandable  statement  of  the  city's  park  problem.  This  state- 
ment should  accompany  the  annual  budget  estimate  submitted  to  the  hoard 
of  supervisors.  It  should  present  a  work  program  for  the  coming  year, 
including  a  current  statement  of  the  current  problems  of  park  administra- 
tion, and  a  program  for  future  park  and  playground  development.  It  should 
show  the  relation  between  acreage  appropriation  and  acreage  costs  in  San 
Francisco  with  costs  in  other  cities.  It  should  include  all  of  the  information 
now  included  in  the  annual  financial  report  and.  in  addition,  a  recapitulation 
table  showing  the  items  now  included  in  the  annual  financial  report  against 
similar  items  of  at  least  two  preceding  years. 

Park  appropriations  in  San  Francisco  are  not  high.  The  appropriation 
for  the  present  year  amounts  to  $378,000,  approximately  .+257  per  acre.  This 
appropriation  is  controlled  through  the  millage  levies  provided  in  the  char- 
ter, although  no  restrictions  are  placed  upon  the  board  of  supervisors  by  these 
provisions  which  would  prevent  the  appropriation  of  additional  funds  for 
special  purposes. 

The  attached  table  shows  the  expenditures  of  the  park  departments  of  the 
cities  of  the  United  States  over  150,000  population. 

Playgrounds 

The  playgrounds  of  the  city  of  San  Francisco  are  under  the  jurisdiction 
of  the  playground  commission  established  by  article  14a,  section  1.  of  the 
charter  enacted  in  1907.  The  commission  consists  of  seven  members — live 
appointed  by  the  mayor  and  two  ex  officio  members,  the  president  of  the 
board  of  education  and  the  president  of  the  park  commission  (or  the  super- 
intendent of  Golden  Gate  Park). 

The  playground  commission  is  a  separate  organization,  but  the  interlock- 
ing of  its  membership  with  the  park  commission  and  the  board  of  education 
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a — Land  area  only. 

b — Figures  for    1915. 

c — Figures  for  1914. 

d — Average  for  four  yonrs. 

e — Average  for  five  years. 

f — Average  for  throe  years. 

g — Does  not  include  county  park, 

h — Cost  to  dato  of  tho  system. 


i — Includes  those  in  parks, 
k — Includes  county  parks  within  city  limits. 

erage  total  expenditure  divided  by  present  population. 


reduced  100  per  cent. 


Bronx  Parkway. 


q — Average. 

r — Figures  for  1916. 

s — Does  not  include  mountain  parks. 

x — Does  not  include  three  of  tho  small  commissions. 

* — Statistics  furnished  by  city  officials. 
** — 79  miles  planned. 
** — Figures  from  certified  financial  statement  for  fiscal  year  ending  June  30,  1916. 
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lias  effected  a  close  working  relation  among  the  three  organizations.  This  is 
one  of  the  factors  which  has  contributed  to  the  successsful  operation  of  the 
playground  problem  in  San  Francisco,  as  the  development  of  effective  play- 
ground work  depends  not  a  little  on  the  close  co-ordination  of  the  recrea- 
tion and  play  facilities  and  equipment  of  schools,  parks  and  separate  play- 
grounds. 

Work  Increasing 

The  work  of  the  playground  commission  has  been  gradually  increasing, 
not  only  on  account  of  the  increased  number  of  playgrounds  wholly  under 
the  jurisdiction  of  the  playground  commission,  hut  on  account  of  more  com- 
plete use  of  the  yards  and  playgrounds  under  the  jurisdiction  of  the  board 
of  education. 

The  appropriation  for  the  playground  commission  in  1915-16  was  $66,000. 
The  appropriation  for  the  presenl  fiscal  year  is  $1:20,000,  of  which  $49,000 
is  set  aside  for  special  improvements  and  extensions. 

Organization  Criticised 

In  the  chart  of  existing  organization  attached  to  this  report,  the  lines  of 
administrative  authority  which  now  control  the  playground  problem  have  been 
portrayed.  The  advisory  superintendent  occupies  a  position  which  is  more 
than  advisory.  The  work  of  the  playground  commission  is  divided  into  two 
parts:  (1)  the  supervision  of  the  operation  of  the  playgrounds  and  (2)  the 
supervision  of  the  care  and  maintenance. 

The  former  is  under  the  immediate  supervision  of  the  advisory  superin- 
tendent, the  latter  is  in  charge  of  the  secretary  of  the  commission. 

The  advisory  superintendent  has  a  joint  responsibility — he  is  an  employee 
not  only  of  the  school  board  but  of  the  playground  commission  as  well.  In 
fact,  the  salary  of  the  superintendent  is  paid  partly  by  the  school  board 
($3,000)  and  partly  by  the  playground  commission  ($1.000) — and  one  em- 
ployee assigned  to  the  work  of  the  playground  commission  is  paid  on  the 
school  beard  payrolls. 

Split  Jurisdiction 

Two  playgrounds  in  the  parks  still  remain  under  the  jurisdiction  of  the 
park  commission.  These  are  the  playgrounds  at  Golden  Gate  Park  and  Ad- 
mission Park.  It  is  recommended  that  these  two  playgrounds  be  transferred 
to  the  jurisdiction  of  the  playground  commission.  It  is  not  necessary  that 
the  maintenance  of  the  playgrounds  be  transferred  to  the  playground  com- 
mission, but  it  is  desirable  that  the  control  over  the  operation  of  the  play- 
grounds be  transferred  to  an  organization  which  is  equipped  in  executive 
personnel  for  carrying  on  this  kind  of  work. 

There  should  be  just  as  close  a  working  relation  between  the  park  and  play- 
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ground   commissions  as   exists  between  the  board   of  education   and   the   play- 
ground commission. 

More  Effective  Use  of  School  Playgrounds  Commended 

In  the  1916-17  budget  an  appropriation  has  been  made  of  $5,000  for  the 
employment  of  twenty  play  directors  for  the  school  yards.  These  directors 
will  receive  $15  per  month  during  the  school  year  and  $50  per  month  during 
the  summer  months.  It  is  planned  to  employ,  in  so  far  as  possible,  teachers 
in  the  public  schools  for  supervising  play  on  the  school  yard  playgrounds. 
There  is  no  doubt  but  that  this  additional  appropriation  in  the  1916-17  budget 
will  be  productive  of  excellent  results. 

Interference  With  Administration  Criticised 

Another  example  of  the  interference  by  the  board  of  supervisors  with  the 
administration  of  departments  is  to  be  found  in  the  1916-17  budget  appro- 
priation made  to  the  playground  commission. 

A  schedule  line  item  was  included  in  the  appropriation  bill  for  the  rent 
of  an  athletic  field  for  playground  purposes.  This  appropriation  was  not  re- 
quested in  the  estimate  submitted  by  the  playground  commission,  and  the 
advisory  superintendent  frankly  stated  that  it  was  deemed  inadvisable  to  use 
this  field  for  playground  purposes.  Notwithstanding  the  objections  raised  by 
the  commission  and  the  superintendent,  the  appropriation  was  recommended 
by  the  finance  committee  and  included  in  the  appropriation  bill.  As  no 
terms  and  conditions  had  been  attached  to  the  appropriation  item  specifically 
instructing  the  playground  commission  to  make  use  of  this  field,  the  money 
is  not,  and  the  examiner  was  told  will  not  be,  expended. 

The  budget  procedures  in  many  states  and  cities  provide  that  the  amounts 
requested  by  departments  and  approved  for  appropriation  by  an  adminis- 
trative board,  such  as  a  board  of  estimate  and  apportionment,  may  not  be 
increased  by  the  legislative  body.  This  would  be  an  excellent  practice  to 
introduce  into  the  budget  procedure  of  the  city  and  county  of  San  Francisco. 

CIVIL  SERVICE  COMMISSION 

Organization  for  Administration 

The  administrative  personnel  of  the  civil  service  commission  consists  of 
three  commissioners  appointed  by  the  mayor  for  overlapping  terms  of  six  years 
each.  They  receive  a  compensation  of  $1,200  per  year  and  are  required  to 
devote  only  part  time  to  their  official  duties.  During  the  fiscal  year  1914-15, 
183  meetings  of  the  commission  were  held — an  average  of  from  three  to  four 
meetings  each  week.  The  executive  head  of  the  civil  service  commission  is 
the  chief  examiner  and  secretary.  At  the  time  of  the  survey  the  regular  force 
consisted  of  one  chief  examiner,  one  chief  inspector,  three  assistant  inspectors. 
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two  general   clerks  and   one  stenographer.     The  annual   regular  payroll   costs 
amount  to  $18,300.     .Most   of  the  work  of  examination   is  carried  on  by  part 

time  or  temporary   examiners. 

Scope  of  Work 

The  functions  of  the  civil  service  commission  are  prescribed  in  the  charter 
and  may  be  summarized  as  follows: 

1 — The  preparation   and   conduct   of  examinations  for  determining — 

a — Tl ligibility    of    candidates   applying   for   original   appointment, 

and 

b — The   eligibility    of   candidates    for   promotion   within   the   classified 
service ; 
2 — The  maintenance  of  registration  lists  for  laborers  and  eligible  lists  for 

positions   in   the  classified  service  and   the  certification  to  department 

heads   of   eli^ihles    for   appointment; 
3 — The  review  of  dismissal   charges  and  proceedings  and  the  adjudication 

and  final   determination  of  dismissal   proceedings,  reinstatements,  etc.; 
4 — The   verification  of  payrolls; 

5 — The  classification  of  positions  of  employment  in  the  civil  service  in  ac- 
cordance  with   salaries  and   duties; 
6 — Investigation   of  the  conduct  and  character  of  work  done  by  employees 

of  the  city,  including  the  maintenance  of  an  efficiency  record  system. 

The  Importance  of  Civil  Service 

The  securing  of  efficiency  and  economy  in  the  administration  of  any  under- 
taking rests  largely  on  three  fundamental  factors: 

1 — Organization ; 
2— Methods ; 
3 — Personnel. 

It  is  an  accepted  conclusion  that  of  these  +hree  factors  personnel  is  the 
most  important.  An  efficient  personnel  can  overcome  many  defects  in  organi- 
zation and  methods,  but  the  best  organization  and  the  most  effective  methods 
of  carrying  on  work  will  be  of  little  help  if  the  personnel  is  fundamentally 
weak. 

The  civil  service  commission  of  a  city  is  a  central  purchasing  agency  dealing 
in  the  services  of  men  and  women.  Eighty  per  cent  of  the  positions  of  em- 
ployment in  the  service  of  the  city  and  county  of  San  Francisco  are  tilled 
from  lists  of  applicants  whose  eligibility  and  status  have  been  determined  by 
the  civil  service  commission.  Obviously,  the  success  or  failure  of  many  de- 
partmental undertakings  and  subfunctional  activities  of  the  city  will  depend 
not  a  little  upon  the  efficiency  of  the  civil  service  administration.  Notwith- 
standing the  fundamental  importance  of  the  work  of  the  civil  service  commis- 
sion and  the  all-pervading  effect  which  any  deficiencies  in  its  administration 
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have  upon  the  administration  of  the  other  city  departments,  the  cost  is  com- 
paratively small.  The  total  appropriation  made  to  the  civil  service  commis- 
sion is  less  than  1  per  cent  of  the  money  administered  by  the  department  of 
public  works. 

The  delays  in  the  preparation  of  eligibility  lists  after  examination,  the  great 
number  of  temporary  certifications,  the  single  rating  of  examination  papers, 
the  lack  of  a  standard  classification  of  salaries  and  grades  and  other  defects 
in  the  civil  service  administration  can  in  part  be  attributed  to  a  cramped 
appropriation.  The  work  of  a  civil  service  commission  is  too  important  and 
its  total  expenses  too  small  to  warrant  a  close  paring  of  its  appropriation. 

Need  for  Duplicate  Examination  Ratings 

In  rating  examination  papers,  the  present  practice  of  the  civil  service  com- 
mission is  to  have  but  a  single  examiner  to  determine  the  examination  ratings 
of  the  various  candidates.  The  best  civil  service  practice  demands  that  at 
least  two  independent  ratings  be  given  to  each  examination  paper.  This,  it  is 
true,  would  slightly  increase  the  expense  of  the  examining  work  of  the  civil 
service  commission,  but  the  increased  efficiency  and  the  decreased  possibility 
for  error  or  injustice  in  the  ratings  would  warrant  the  additional  expenditure 
necessary  in  order  to  make  duplicate  ratings  possible. 

Temporary  Appointment  to  Competitive  Classified  Positions 

According  to  the  rules  of  the  civil  service  commission,  positions  in  the  class- 
ified civil  service  may  be  filled  by  temporary  appointment  for  a  period  not 
exceeding  thirty  days.  These  temporary  appointments  are  made  by  depart- 
ment heads  only  after  specific  authorization  has  been  received  from  the  civil 
service  commission  in  the  form  of  a  resolution.  An  investigation  of  the  num- 
ber of  temporary  appointments  to  positions  at  the  time  of  the  survey  was 
made.     The  results  were  somewhat  surprising. 

In  the  department  of  public  works  eighty-six  names  were  on  the  list  of 
temporary  appointees,  exclusive  of  teamsters  and  the  employees  of  the  Hetch 
Hetchy  service  in  the  bureau  of  engineering.  In  the  department  of  health 
nineteen  employees  were  holding  their  positions  by  virtue  of  the  authorization 
of  temporary  appointments. 

"Temporary"  Appointments  Continued  for  Years 

It  was  even  more  surprising  to  find  that  many  of  these  temporary  appoint- 
ments had  been  continued  for  a  number  of  years.  Mention  of  certain  instances 
of  this  nature  had  been  made  in  the  report  on  the  fire  and  police  departments. 
In  the  department  of  public  works,  twenty-three  of  the  eighty-six  received  their 
appointments  prior  to  August  1,  1912.  The  average  time  served  on  temporary 
appointments  authorization  exceeds  two  years. 

It  must  not  be  assumed  that  the  positions  which   are   now   being  filled   by 
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temporary  appointmenl  are  confined  to  any  particular  class.  The  practice 
permeates  the  entire  system  of  the  public  works  department.  Water  service 
inspectors,  inspector  of  boilers,  inspector  of  streets  and  sewers,  structural 
engineers,  superintendents,  assistant  superintendents,  foremen,  adjuster  of 
claims,  draftsmen,  painters  and  printers,  foremen  of  teams,  apprentice  car- 
penter, janitors,  genera]  mechanics,  architectural  draftsmen,  civil  engineers, 
mechanical  engineers,  electrical  engineers,  surveyors,  engineering  draftsmen, 
assistant  photographers,  and  othersof  a  similar  nature,  are  among  the  positions 
in  the  classified  competitive  civil  service  of  the  department  of  public  works 
which   have  been  filled  by  temporary  appointment. 

It.  is  obvious  that  the  intent  of  the  provision  of  the  charter  and  the  rules 
of  the  civil  service  commission  did  not  comprehend  such  a  situation.  The 
continuation  of  the  practice  of  recertification  of  temporary  appointments  to 
positions  in  the  classified  civil  service  is  a  direct  violation  of  the  principles  of 
competitive  civil   service. 

Preparation  of  Handbook  and  Manual  Commended 

The  civil  service  commission  is  to  be  commended  on  having  prepared,  for 
the  use  of  the  candidates  for  examination,  various  manuals  giving  instruction 
regarding  the  organization,  methods  and  procedure  of  the  different  depart- 
ments as  prescribed  by  law  and  ordinances.  The  handbook  of  questions  and 
answers  regarding  clerical  duties  under  the  city  and  county  government  of 
►San  Francisco  provides  a  means  whereby  every  applicant  for  a  clerical  position 
can  familiarize  himself  with  the  form  and  methods  of  the  clerical  examinations 
held  by  the  civil  service  commission.  The  police  manual  is  somewhat  different, 
bur  equally  valuable,  containing  extracts  from  the  constitution  of  the  State, 
the  charter  and  the  ordinances  of  the  board  of  supervisors,  together  with 
extracts  from  the  police  manual  and  instruction  in  first  aid. 

Review  of  Dismissal  Proceedings  Criticised 

According  to  Section  12,  Article  13  of  the  charter,  the  civil  service  commis- 
sion is  given  the  right  to  review  the  proceedings  on  discharge  where  any  civil 
service  employee  of  the  city  has  been  dismissed  from  the  city's  service. 
These  proceedings  must  be  initiated  upon  appeal  of  the  employee  affected  and 
filed  within  a  period  of  thirty  days  after  the  date  of  discharge.  The  broad 
powers  of  the  commission  in  this  regard  are  indicated  in  the  following  quoted 
section : 

"The  Commission  may  confirm  the  finding  (of  the  executive  officer) 
or  may  require  the  officer  to  present  in  writing,  grounds  for  discharge 
or  dismissal  and  may  require  the  submission  of  additional  evidence 
and  may  thereupon  make  such  order  as  it  deems  just.  The  order  or 
decision  of  the  civil  service  commission  upon  such  appeal  shall  be  final 
and  shall  forthwith  be  enforced  by  the  appointing  officer." 

Other  sections  of  the  civil  service  law  provide  that  no  civil  service  em- 
ployee shall  be  removed  except  for  cause  and  such  cause  may  be  upon  any 
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of  the  following  grounds:  incompetence,  habitual  intemperance,  immoral  con- 
duct, insubordination,  discourteous  treatment  of  the  public,  inattention  to 
duties. 

The  granting  of  the  right  to  the  civil  service  commission  to  review  the 
dismissal  proceedings  and  to  alter  the  decisions  of  the  executives  in  regard 
to  the  discharge  or  discipline  of  an  employee  is  theoretically  and  practically 
unsound.  This  arbitrary  right,  vested  in  the  civil  service  commission,  an 
irresponsible  staff  agency,  practically  nullifies  the  right  of  the  executive 
effectively  to  handle  the  personnel  of  his  department.  It  is  the  most  danger- 
ous kind  of  provision  to  have  included  in  a  civil  service  law.  The  effect  of 
this  provision  was  brought  out  forcibly  during  the  course  of  the  survey  of  the 
operating  divisions  of  the  department  of  public  works.  Whenever  poor  work 
could  be  attributed  to  an  incompetent  personnel,  the  executives  in  charge  of 
the  force,  practically  without  exception,  replied  that  it  was  extremely  diffi- 
cult, if  not  impossible,  to  discharge  incompetent  employees  on  account  of  the 
fact  that  the  civil  service  commission  in  reviewing  dismissal  proceedings, 
really  placed  the  executive  officer  on  trial  rather  than  the  discharged  em- 
ployee. Whether  or  not  such  a  broad  criticism  of  the  civil  service  commis- 
sion is  warranted  could  not,  of  course,  be  determined  without  a  detailed 
record  of  all  hearings  and  conferences  on  the  discharges.  The  important  con- 
sideration is  that  many  of  the  executives  believe  that  the  civil  service  coin- 
mission  in  reviewing  dismissal  proceedings,  places  the  executive  as  well  as  the 
employee  on  trial. 

There  is  no  surer  way  to  legislate  inefficiency  into  the  administration  of 
the  personnel  of  a  city  government  than  to  tie  the  hands  of  the  executive; 
officers  in  enforcing  discipline  in  their  organizations.  Apparently,  there  are 
few  executive  officers  in  the  employ  of  the  city  of  San  Francisco  today  who 
believe  that  they  have  the  right  to  discharge  a  civil  service  employee  for  in- 
competence or  that  physical  unfitness,  moral  unfitness,  incompetency,  in- 
subordination, discourteous  treatment  of  the  public  or  inattention  to  duties 
(per  sc)  are  sufficient  and  conclusive  grounds  for  the  discharge  or  discipline 
of  an  employee,  notwithstanding  the  specific  provisions  of  the  charter. 

Not  all  of  the  causes  cited  as  responsible  for  this  condition  point  to  the 
activity  of  the  civil  service  commission.  In  some  cases  the  executives  in 
explaining  their  attitude  held  other  influences  responsible.  In  other  cases 
the  reason  advanced  was  that  no  support  could  be  secured  from  higher  ad- 
ministrative officers.  But,  in  every  case,  the  review  of  dismissal  proceedings 
by  the  civil  service  commission  was  recognized  as  a  factor  in  the  situation. 

The  development  of  the  civil  service  idea  in  San  Francisco  has  followed 
the  line  of  reasoning  which  caused  the  original  establishment  of  civil  service 
control,  to-wit :  to  secure  a  permanent  tenure  in  office  for  faithful  and  efficient 
employees  and  the  abolition  of  the  spoils  system  in  the  making  of  appoint- 
ments. However,  the  practical  result  has  been  far  different  from  the  theo- 
retical result,  Faithful  and  efficient  employees  have,  it  is  true,  been  kept  in 
office,  but  the  good  effects  of  this  have  been  counterbalanced  by  the  confusion. 
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tin-  disorganization  and  inefficiency  which  have  followed  the  protection  in 
office  of  incompetent  and  inefficient  employees.  Modern  thought  in  civil 
service  tends  toward  the  idea  that  all  restriction  over  discharge  of  employees 
other  than  a  review  of  dismissal  proceedings  on  the  grounds  of  alleged  reli- 
gions or  political  prejudice,  should  be  abandoned.  Protection  against  the 
spoils  system  is  much  more  effective  when  applied  from  the  standpoint  of 
enforcing  a  strict  control  over  the  determination  of  the  eligibility  of  can- 
didates for  appointment  on  the  grounds  of  fitness  and  ability. 

Repeal  of  Charter  Provision  Recommended 

It  is  recommended  that  Section  12,  Article  13  of  the  charter  be  repealed, 
and  that  the  right  of  the  civil  service  commission  to  review  dismissal  proceed- 
ings be  limited  to  consideration  of  appeals  where  discrimination  on  the 
grounds  of  religious  or  political  prejudice  has  been  alleged  by  the  appellant. 

As  a  measure  for  immediate  relief,  it  is  recommended  that  the  civil  service 
commission  publicly  announce  to  the  various  executives  in  the  employ  of  the 
city,  that  in  considering  appeals  on  cases  of  discharge,  the  decision  of  the 
executive  on  the  grounds  of  incompetence,  insubordination,  discourteous  treat- 
ment of  the  public  and  inattention  to  duties  will  be  final  except  through  the 
submission  of  proof  that  the  discharge  was  made  on  account  of  religious  or 
political  prejudice. 

Criticism  of  the  Principle  of  Single  Certification 

The  gradual  evolution  in  the  making  of  appointments  to  the  public  service, 
which  began  with  the  first  inception  of  the  civil  service  idea  has  been  pro- 
ductive occasionally  of  results  materially  different  from  those  originally 
anticipated.  In  San  Francisco,  civil  service  has  reached  a  point  where  much 
of  the  appointing  power  rests  wholly  with  the  civil  service  commission.  This 
is  not  meant  to  imply  that  various  charter  and  ordinance  provisions  do  not 
designate  other  officials  as  the  appointing  officers.  On  the  contrary,  from  an 
examination  of  the  statutory  and  ordinance  provisions,  it  would  appear  that 
the  chief  executive  officers  were  given  the  right  to  appoint  the  subordinate  em- 
ployees in  their  respective  departments. 

The  fact  remains,  however,  that  for  all  positions  subject  to  the  control  of 
the  civil  service  commission,  the  discretionary  power  of  the  various  depart- 
mental chief  executives  has  been  diminished  and  in  certain  instances  com- 
pletely nullified  through  a  practice  of  the  civil  service  commission,  i.  e.,  re- 
stricting the  appointment  of  an  employee  to  the  selection  of  the  one  candidate 
ranking  highest  on  the  list.  This  practice  is  enforced  in  most  cases  by  order  of 
the  civil  service  commission.  It  has  resulted  in  the  practical  elimination  of  one 
important  administrative  right — the  right  of  an  executive  officer  to  select,  under 
reasonable  regulations,  the  subordinate  personnel  of  his  organization. 

"Wherever  defective,  wasteful  work  can  be  attributed  to  an  incompetent  per- 
sonnel, the  departmental  executive  can  fairly  shift  the  responsibility  for  such 
failure  to  the  civil  service  commission. 
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It  is  not  the  intention  of  this  report  to  argue  against  civil  service  control. 
On  the  contrary,  experience  has  proved  that  effective  civil  service  can  assist 
materially  in  the  development  of  effective  municipal  administration.  What  is 
objected  to  is  a  practice  which  takes  from  the  hands  of  the  administrative  offi- 
cers all  discretionary  rights  in  the  selection  of  their  department's  personnel, 
and  which  results  in  the  shifting  of  responsibility  for  the  administration  of  a 
department,  from  those  who  should  rightly  be  held  responsible,  tc  an  irre- 
sponsible examining  board.  No  more  important  work  looking  toward  the  se- 
curing of  economy  and  efficiency  in  municipal  administration  could  be  under- 
taken than  the  correction  of  this  civil  service  malpractice. 

Every  executive  officer  should  be  given  enough  discretion  so  that  when  an 
appointment  was  to  be  made  he  would  be  permitted  to  seled  one  employee  from 
at  least  three  candidates.  Methods  of  examination  are  not  perfect.  Written 
examinations  to  determine  a  candidate's  fitness  Eor  a  particular  kind  of  work 
are  often  wholly  impracticable.  At  best,  the  development  of  civil  service 
examination  questions  which  will  be  a.  fair  test  of  the  candidate's  ability  to 
perform  a  particular  kind  of  work  to  which  he  is  to  be  assigned  upon  appoint- 
ment, is  difficult.  Weights  given  for  various  factors  such  as  experience,  ratings 
on  examination,  etc.,  are  in  most  cases  purely  arbitrary.  The  "one  in  three- 
rule"  offers  a  practical  method  for  alleviating  the  effect,  if  not  correcting  the 
unavoidable  mistakes  made  by  the  civil  service  commissions  in  determining  the 
qualifications  of  candidates.  The  "one  in  one  rule,"'  under  which  the  civil 
service  commission  is  now  operating,  legislates  into  the  personnel  of  every  city 
department  where  the  civil  service  law  applies,  every  defect  in  the  examining 
procedure  of  the  civil  service  commission. 

Need  for  Salary  Standardization 

With  the  exception  of  the  few  maximum  and  minimum  salary  grade  rates 
established  by  the  civil  service  commission  in  Rule  38,  Sections  3,  4.  5  and  6.  no 
salary  standardization  work  has  been  attempted  by  the  civil  service  commission. 
The  classification  of  salary  rates  included  in  the  rules  and  sections  referred  to  is 
so  general  that  it  cannot  properly  be  classed  as  a  measure  to  standardize 
salaries.  Section  2,  article  13  of  the  charter,  specifically  instructs  the  civil 
service  commission  to  "classify  in  accordance  with  the  duties  attached  thereto, 
all  places  of  employment  in  or  under  the  officers  and  departments  of  the 
city  and  county"  other  than  those  positions  exempted  from  the  operations  of 
the  civil  service  law.  In  another  part  of  the  section,  the  commission  is  in- 
structed to  grade  positions  "in  accordance  with  salaries  and  duties,  to  the 
end  that  like  salaries  shall  be  paid  for  like  duties." 

The  intent  of  the  charter  is  obvious.  The  civil  service  commission  is  in- 
structed to  establish  and  enforce  the  principle  of  salary  standardization  for 
the  positions  of  employment  under  the  civil  service  law.  The  commission  has 
not,  thus  far,  carried  out  this  very  important  and  valuable  provision  of  the 
charter.  Salary  standardization  is  an  essential  factor  in  the  administration 
of  the  civil  service  personnel  of  any  city.     In  effect,   it  means  just    what    the 
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charter  has  instructed  the  civil  service  commission  to  accomplish  in  the  grading 
of  positions — " that  like  salaries  shall  be  paid  for  like  duties."  In  addition, 
it  means  that  the  provisions  of  the  civil  service  law  shall  not  be  violated  in 
spirit  through  the  assignment  of  an  employee,  whose  eligibility  was  determined 
!>y  an  examination  based  on  the  work  requirements  of  a  particular  kind  of 
position,  to  an  entirely  different  kind  of  work. 

An  examination  of  the  records  of  personnel  in  the  various  departments 
shows  that  neither  of  these  advantages  which  come  from  a  proper  standardiza- 
tion of  salaries  is  being  secured.  Compensations  of  employees  have  not  been 
standardized,  neither  is  there  an  effective  control  over  the  assignment  of  em- 
ployees to  work.  There  is  no  inherent  justice  in  the  compensations  now  paid 
to  the  civil  service  employees  of  the  city  of  San  Francisco.  In  general,  labor, 
both  skilled  and  unskilled,  is  highly  paid.  Certain  classes  of  engineering 
positions,  such  as  inspectors,  also  fall  within  the  well-paid  group.  Stenog- 
raphers and  clerks  of  the  lower  grade  are  well  paid.  There  are  no  stenog- 
raphers in  the  city  hall  receiving  less  than  $100  per  month,  no  general  clerks 
receiving  less  than  $100  per  month,  and  no  "experienced  clerks"  receiving 
less  than  $125  per  month.  The  police  officers  are  more  highly  paid,  rank  for 
rank,  in  the  lower  grades,  than  in  any  other  city  in  the  United  States.  On  the 
contrary,  minor  executive  positions,  division  and  bureau  chiefs,  when  measured 
by  the  rates  of  compensation  in  other  cities,  fall  somewhat  below  the  average 
in  the  rate  of  compensation. 

The  provisions  of  the  charter  controlling  the  right  to  determine  salaries  and 
wages  are  very  ambiguous.  Reading  the  terms  of  the  charter  literally,  the 
board  of  supervisors,  the  civil  service  commission  and  the  board  of  public 
works  each  has  the  right  to  fix  the  salaries  of  the  employees  of  the  department 
of  public  works.  The  same  contradiction  in  salary-determining  rights  is 
found  in  greater  or  less  degree  in  the  other  departments.  Any  effective 
standardization  study  would  have  to  be  co-operative  work,  which  incidentally 
is  the  most  effective  method  of  handling  standardization  work. 

Over  200  grades  within  eleven  general  classes  and  divisions  are  shown. 
These  are  presumably  grades  upon  duties  and  responsibilities.  But  the  classifi- 
cation under  a  given  grade  is  determined  primarily  by  the  salary  received  by 
employees, — a  principle  exactly  in  reverse  to  that  which  should  hold,  i.  e.,  that 
salaries  should  be  determined  by  the  grade  occupied  by  the  employe. 

The  present  scheme  is  illogical  and  needs  revision  and  completion.  Many 
of  the  services  overlap  and  the  groups  do  not  clearly  differentiate  different 
kinds  of  work  and  duties,  definitions  are  meager. 

One  of  the  most  effective  uses  of  an  efficiency  record  system  is  the  control 
of  promotion  made  possible  through  the  development  of  the  standard  classifica- 
tion of  positions  according  to  salary  and  work  requirements. 

The  development  of  the  efficiency  record  system  to  an  effective  conclusion 
and  effective  working  basis  will  depend  not  a  little  on  the  development  of  a 
scientific  classification  of  positions  of  employment  and  the  standardization  of 
salaries  and  grades. 
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Salary  and  Wage  Specifications  of  the  Charter  Criticised 

The  charter  provides  that  no  employee  of  the  city  of  San  Francisco  shall 
receive  less  than  $3  per  day.  This  rate  has  been  established  as  the  minimum 
rate  of  wage  for  labor.  In  addition,  all  employees  in  the  labor  service  receive 
eight  hours'  pay  for  four  hours'  work  on  Saturdays,  full  pay  for  holidays, 
and  twelve  days  a  year  vacation  allowance. 

The  charter  also  contains  many  detailed  specifications  limiting  the  maximum 
amount  which  may  be  paid  for  any  particular  position.  It  was  interesting  to 
find  that  although  the  minimum  wage  requirements  were  being  followed,  in 
a  great  many  cases  ways  and  means  had  been  found  for  avoiding  the  maximum 
salary  limitation.  For  example,  in  the  section  of  the  charter  dealing  with 
the  administration  of  the  department  of  public  works,  a  provision  had  been 
included  providing  that  the  secretary  of  the  department  shall  receive  com- 
pensation at  the  rate  of  $1,800  per  year.  Through  a  change  of  title  to  "secre- 
tary and  chief  deputy  commissioner,"  this  salary  has  become  $3,000  per  year. 
The  point  of  this  illustration  is  not  that  the  position  of  secretary  of  the  de- 
partment of  public  works  is  too  highly  paid  at  $3,000  per  year  for  the  duties 
performed;  that  compensation  is  more  equitable  than  would  be  a  compensa- 
tion of  $1,800  per  year.  The  point  is  made  that  provisions  which  specifieally 
determine  either  maximum  or  minimum  rates  should  not  be  included  in  tin- 
charter.  Presumably  salary  rates  are  determined  upon  the  basis  of  service 
performed.  Changes  in  work  requirements,  changes  in  organization  methods 
and  procedure  necessarily  involve  changes  in  the  assignment  to  duties  of  the 
various  employees  of  the  city,  hence  changes  in  salary  commensurate  with 
changes  in  duties  must  be  handled  as  a  current  problem  of  administration. 

Minimum  Wage  Provisions  of  the  Charter  Discussed 

Specific  minimum  wage  provisions  appear  in  a  number  of  tin-  sections  of 
the  charter.  In  addition,  there  are  a  number  of  provisions  relating  in  general 
to  the  question  of  salaries  and  wages. 

Article  VI,  Chapter  I,  Section  3,  provides  that  the  board  of  public 
works  may  fix  the  compensation  of  the  employees  of  the  department 
"but  no  compensation  to  any  of  said  persons  shall  be  greater  than  is 
paid  in  the  case  of  similar  employments." 

Article  II,  Chapter  II,  Section  24,  provides  that  the  board  of  super- 
visors shall  have  the  right  of  fixing  hours  of  service  and  compensation 
"providing  that  eight  hours  shall  be  the  maximum  hours  of  labor  on  any 
calendar  day  and  the  minimum  wage  of  laborers  shall  be  $3.00  a  day." 

Article  II,  Chapter  III,  Section  1,  provides  that  every  contract  for 
work  to  be  performed  for  the  city  and  county  must  provide  that  in  the 
performance  of  the  contract  "eight  hours  shall  be  the  maximum  hours 
of  labor  on  any  calendar  day  and  that  the  minimum  wage  of  laborers 
.     .     .     shall  be  $3.00  a  day." 
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Article  III.  Chapter  III.  Section  7b,  provides  that  the  employees  of  a 
street  railroad  operating  under  franchise  '"shall  be  paid  not,  loss  than 
$3.00  per  day  and  thai  eight  hours  shall  he  the  maximum  hours  of  labor 
on  any  calendar  day." 

There  air  a  number  of  difficulties  of  administration  which  can  be  directly 
charged  to  the  salary  and  wage  specifications  of  the  charter.  The  minimum 
wage  provision  has  been  so  liberally  interpreted  that  #3  per  day  has  been  estab- 
lished for  all  positions  in  the  city's  service.  With  the  exception  of  the  park 
department,  none  of  the  departments  considered  in  this  part  of  the  report  had 
any  employees  on  the  roll  at  less  than  $3  per  day.  Office  boys,  messengers, 
janitors,  helpers,  pensioners — all  received  $3  per  day. 

It  would  have  been  far  better  to  have  included  in  the  charter  a  provision 
that  the  city  shall  pay  the  prevailing  rate  of  wage  or  salary  for  the  service 
performed,  no  matter  whether  such  service  be  clerical,  engineering  or  skilled 
labor.  There  are  certain  positions  in  the  civil  service  where  a  wage  of  $3  per 
day  is  not  warranted.  Every  large  office,  and  there  are  a  great  many  large 
offices  in  the  city  government,  needs  one  or  two  office  boys.  A  salary  of  $3  per 
day  for  office  boys  is  a  munificent  wage.  As  a  consequence,  many  compara- 
tively well-paid  clerks  and  messengers  in  the  city  employ  are  performing  as  a 
part  of  their  duties  ordinary  office  boy  work.  Again,  in  the  labor  service, 
there  are  a  number  of  positions  where  a  wage  of  $3  per  day  is  not  warranted. 

In  both  the  street  cleaning  service  and  in  the  park  service  there  are  posi- 
tions where  men  who  are  not  physically  able  to  perform  a  full  day's  work  at 
hard  manual  labor,  could  be  employed.  There  are  positions  in  many  depart- 
ments where  men  who  would  otherwise  become  charges  on  the  charity  of  the 
community,  could  earn  something.  The  city  takes  care  of  its  dependent  poor. 
How  much  better  it  would  be  if,  instead  of  giving  charity  to  dependents, 
the  city  provided  some  method  by  which  those  who  were  able  to  do  work, 
although  not  able  to  perform  a  full  day's  labor,  could  earn,  as  a  wage,  what 
otherwise  would  be  given  as  charity.  This  is  not  meant  to  imply  that  the  city 
should  prejudice  the  efficient  or  economical  administration  of  its  public  works 
by  the  employment  of  inefficient  labor.  On  the  contrary,  it  is  essential  that 
the  two  propositions  be  kept  completely  apart.  AVork  which  requires  able- 
bodied  laborers  capable  of  performing  hard  manual  work  for  eight  hours  a 
day,  should  be  carried  on  by  men  able  to  do  it. 

The  department  of  public  works  is  at  the  present  time  employing  at  the 
rate  of  $3  per  day  many  men  who  are  not  physically  able  to  perform  a  full 
day's  work.  It  would  not  be  possible  nor  right  to  demand  of  these  men  a 
full  day's  work,  but  neither  is  it  right  to  make  the  taxpayers  pay  to  men  of 
this  class  wages  at  the  rate  paid  for  able-bodied  laborers. 

It  is  recommended  that  the  provisions  of  the  charter  which  specifically 
determine  either  maximum  or  minimum  salary  rates,  be  repealed  and  that  the 
determination  of  rates  of  pay  be  left  to  the  administrative  officers,  the  civil 
service  commission  and  the  board  of  supervisors,  and  that  minimum  wage  pro- 
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visions  for  labor  be  restricted  in  application  to  the  employment  of  able-bod  Led 
laborers. 

As  an  instruction  to  the  elected  and  appointed  officials  of  the  city  govern- 
ment in  the  matter  of  the  determination  of  salary  and  wage  rates,  it  is  sug- 
gested that  a  charter  provision  be  passed  which  will  instruct  those  officers  who 
determine  salary  and  wage  rates,  to  pay  for  all  work  the  prevailing  rate  of 
wage,  no  more  and  no  less. 

Physical  Examination  of  Laborers 

The  present  eligible  list  of  laborers  maintained  by  the  civil  service  com- 
mission has  been  in  force  since  the  year  1900.  During  the  past  sixteen  years, 
at  times,  additional  examinations  for  laborers  have  been  held  but  no  new  list 
has  been  established.  What  additional  names  have  been  secured  have  been 
added  directly  to  the  existing  list  of  eligibles.  On  account  of  the  very  slight 
seasonal  change,  no  opportunity  is  offered  for  purging  lists  of  civil  service 
eligibles  through  winter  season  lay-offs.  As  a  consequence,  there  is  no  oppor- 
tunity offered  for  culling  from  the  service  undesirable  applicants  through 
refusal  to  reappoint.  The  only  alternative  which  has  heretofore  been  avail- 
able is  discharge.  The  difficulties  surrounding  this  procedure  have  already  been 
discussed.  In  the  unskilled  labor  service  the  lack  of  seasonal  lay-offs  has  been 
felt  most  severeh\  Many  laborers  now  at  work  in  the  city's  field  gangs  are 
physically  unable  to  perform  a  day's  work.  Habitual  intemperance  and  disease 
as  well  as  old  age  are  responsible  for  this  condition. 

The  possibility  of  establishing  a  contributory  pension  system  will  depend 
not  a  little  on  the  character  and  physical  condition  of  the  labor  service  by 
the  city  in  positions  where  their  work  would  be  value  received  for  the  wages 
paid.  Section  4,  Rule  25  of  the  rules  of  the  civil  service  commission,  provides 
that  in  the  month  of  July  each  year  or  at  such  other  times  during  the  year  as 
the  commission  may  determine,  the  eligible  list  of  laborers  "shall  be  purged  by 
requiring  applicants  on  such  lists  to  pass  the  physical  test  prescribed"  by  the 
commission. 

It  is  recommended  that  this  rule  be  modified  to  include  a  provision  requir- 
ing the  examination  of  the  physical  fitness  of  laborers  employed  by  the  city 
at  least  once  every  year.  Those  who  are  not  physically  able  to  perform  a  full 
day's  work — and  there  are  a  great  many  men  now  employed  by  the  city 
wrho  would  fall  in  this  class — should  be  purged  from  the  labor  lists,  simi- 
larly to  the  purging  of  the  list  of  eligibles.  For  those  who  are  deserving,  the 
city  should  unquestionably  provide  employment  adapted  to  their  ability  to 
perform  work.  For  those  whose  disability  comes  from  intemperance  or  similar 
abuse,  the  city  should  make  no  further  provision  than  is  now  made  for  its 
defective,  delinquent  and  dependent  charges. 

Personal  Service  Not  Scheduled 

The  budget  of  appropriation  for  the  civil  service  commission  contains  hut 
three  items:  commissioners'  salaries,  $3,600,  expenses  $12,500.  and  inspection, 
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$5,000.  Unlike  the  appropriations  for  the  other  departments,  the  personal 
service  items  which  go  to  make  up  this  amount  arc  not  listed.  Of  the  $21,100 
appropriated,  $18,300  will  he  consumed  in  the  payment  of  salaries  of  regular 
employees.  Regular  employees  working  under  the  title  of  inspectors  will 
receive  during  the  course  of  the  year  $6,300.  These  individuals  were  employed 
under  the  title  "inspector,"  presumably  to  administer  the  efficiency  record 
system.  It  is  true  that  part  time  is  given  to  examining-  work  which  would  per- 
haps warrant  a  functional  appropriation  of  not  to  exceed  $5,000  for  inspection 
work  in  connection  with  the  administration  of  the  efficiency  record  system. 

It  is  desirable  that  the  civil  list  of  the  employees  of  each  department  be 
made  a  part  of  the  supporting  schedules  attached  to  the  act  of  appropriation 
so  that  the  estimated  apportionment  to  regular  and  temporary  personal  service 
and  the  other  objects  of  expenditure  may  be  clearly  presented. 

Watchmen — Criticism  of  Assignment 

On  account  of  the  fact  That  the  examination  held  by  the  civil  service  com- 
mission for  the  position  of  watchman  included  questions  on  a  great  many 
different  kinds  of  work,  the  civil  service  commission  has  certified  names  of 
eligibles  from  the  watchman  list  for  many  different  kinds  of  positions  in  the 
department  of  public  works.  These  positions  include  (1)  watchman  at  the 
corporation  yard;  (2)  bridge  tenders;  (3)  watchman  on  street  cleaning 
dumps;  (4)  nozzlemen  at  street  cleaning  flushers;  (5)  storekeeper's  assistants. 

Obviously  the  selection  of  men  from  the  same  civil  service  eligibility  list  to 
occupy  positions  of  nozzlemen  on  street  cleaning  flushers  and  storekeeper's 
assistants,  provides  reasonable  grounds  for  complaint  against  the  civil  service 
commission  by  the  officials  of  the  department  of  public  works.  There  is,  in  the 
first  place,  very  little  reason  why  a  special  examination  for  watchmen  need  be 
held  in  order  to  fill  the  position  of  watchman  at  the  corporation  yards  and 
dump  men  on  the  street  cleaning  dumps.  These  positions  could  well  be  filled 
directly  from  the  labor  list.  Furthermore,  all  positions  of  storekeeper's  assist- 
ants could  better  have  been  filled  by  certification  from  a  list  of  clerks;  the 
position  of  nozzlemen  by  a  certification  from  a  list  of  street  cleaners. 


THE    END. 
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